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PREFACE
Permission to do this study was given "by Kal-Cap with the under
standing that problem areas would "be emphasized and subsequent recom
mendations would be made.

Accordingly, this study fccuses on problems

confronting the agency, why they occur, and how they affect its per
formance.

It should, therefore, be noted that any criticisms contained

herein are constructive in nature.
My investigation and analysis of Kal-Cap could not have been
completed without the help and cooperation

.the agency's partici

pants - the board members and staff personnel.' I wish to thank every
one involved for their assistance.

In particular, I would like to

thank Martha Warfield, Betty Offet, Carol Scarberry, Edmund Morris,
Gloria Bostick, Carol Sills, John Schowalter, Laura Lutrell,
Dick Froman, and Bill Hughes for their considerable cooperation.
I would also like to thank the Political Science Department
of Western Michigan University for providing me with a challenging
curriculum and the financial assistance needed to complete my
graduate study program.

To the members of my thesis committee,

Dr. Rossi, Dr. Lewis, and Dr. Rogers, I extend a special note
of appreciation.

In particular, I want to thank my thesis

advisor, Dr. Chester Rogers, for the inordinate amount of time
and effort he has given me.

His thoughtful analysis and helpful

suggestions have greatly facilitated the writing of this study.
Although my personal bias is to strongly favor the efforts

ii
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of the Community Action Program, I have, nevertheless, attempted
to control for this influence and have tried to be as objective
and accurate in my analysis as possible.

If errors of judgment

or fact are noted, they are mine.

iii
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INTRODUCTION
In 1946, the United States Government declared its "war on
poverty" hy enacting the Economic Opportunity Act, thereby estab
lishing the Office of Economic Opportunity (OEO).

The findings

and declaration of purpose were set forth in Section 2 :
"Although the economic well-being and prosperity of the
United States have progressed to a level surpassing
any achieved in world history, and although these bene
fits are widely shared throughout the Nation, poverty
continues to be the lot of a substantial number of our
people. The United States can achieve its full economic
and social potential as a nation only if every individ
ual has the opportunity to contribute to the full extent
of his capabilities and to participate in the workings
of our society. It is therefore the policy of the United
States to eliminate the paradox of poverty in the midst
of plenty in this Nation by opening to everyone the
opportunity to work, and the opportunity to live in
decency and dignity. It is the purpose of this act to
strengthen, supplement, and coordinate efforts in further
ance of that policy."
The most crucial and ultimately most controversial program pro
vided for by this act was the Urban and Rural Community Action Program
(CAP under Title II).

Charged with the responsibility to "strengthen,

supplement, and coordinate efforts” to "eliminate the paradox of
poverty," local community action programs were established "to provide
stimulation and incentive for urban and rural communities to mobilize
their resources, public and private, the combat poverty. "2

Economic Opportunity Act
Originally, there were eleven
Act. The War on Poverty will
the Community Action Program—

of 1964, 7B Stat. 508 , 50B, Sec. 2.
specific programs provided for by this
be used in this paper to refer only to
Title II-A.

2

loc. cit., Sec. 201.
1
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The controversial nature of CAPs stems not only from what they
are— federally conceived, federally-funded poverty intervention
agencies— but equally important from how they are to operate— "devel
oped, conducted, and administered with the maximum feasible partici
pation of residents of the areas and members of the groups to be
1

served."

Maximum feasible participation of the poor is a key ingre

dient in the community action formula.

But in this general statement

of intent lies the problem— the absence of a specifically delineated
participatory role for the poor.

Advisors or policy makers, clients

or constituents, in coalition or in control— what are the correct
2
functions of the poor? As Moynihan summarizes:
What are they (CAPs) supposed to do? Are they to make
trouble— or prevent trouble? Create small controversies
in order to avoid large conflicts— or engender as much
conflict as they can? Hire the poor, involve the poor,
or be dominated by the poor? Improve race relations or
enhance racial pride? What is it Washington wanted?
The simple answer to these complicated questions is that
Washington wanted a great many things that could not be
simultaneously had.
Because of this initial inherent ambiguity in the interpretation
of the enabling legislation and the subsequent lack of any real
director by the Office of Economic Opportunity regarding "partici
pation of the poor," local community action programs have been forced
"to

make policy decisions in the face of uncertainty regarding...how

to identify and select those who could speak for or represent the poor
and how to involve the poor in a relatively brief period of time in a
manner that would not unduly hamper the process of program development

1loc. cit., Sec. 202 (a) (3 ).

2

Daniel P. Moynihan, "What is Community Action?" The Public
Interest. Mo. 5 (Fall, 1966), k.
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This dilemma has engendered many diverse solutions attempted by vari
ous local community action programs, including the local "war on
poverty" agency serving Kalamazoo County, the Kalamazoo County Comm
unity Action Program, Inc. (Kal-Cap).
Kal-Cap's purpose as simply stated in Article II, Section 1 of its
By-laws is "to alleviate poverty in Kalamazoo County."

To accomplish

this difficult goal, the policy-makers of Kal-Cap have been presented
with two broad organizational strategies, both of which have been san
ctioned by OEO.

The first of these is a social services approach,

which emphasizes a need to change the individual deficiencies of poor
people so they can function better in today’s society.

Better health,

education, job training, and job opportunities are said to be needed
to break the "cycle" of poverty and provide the poor with upward mobi
lity.

The function- of the Community Action Program is primarily to

establish, coordinated, and direct programs which will provide these
necessary services.
The second organizational strategy is a social action approach,
which seeks to redress the "powerlessness" of the poor through the
acquisition of political influence.

By organizing the poor into an

interest group, or groups, poor people can seek an equibable redistri
bution of the community’s goods and services by changing local economic
and social policies and conditions through democratic procedures.

The

creation and support of a tenants' union, welfare rights group, and

I

Ralph M. Kramer, Participation of the Poor. Englewood Cliffs, New
Jersey: Prentice Hall, I9 69 . xii + 2732-n ,

By-laws of the Kalamazoo County Community Action Program, Inc.
Article II, Section 1.
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target area neighborhood organizations are examples of this strategy.
The function of the CAP would he more of a "social movement"'*' with
increased reliance on the poor for planning and policy-making.
To what extent does Kal-Cap incorporate "maximum feasible parti
cipation of the poor" through a social services approach, a social
action approach, or a combination of both general strategies?

In

other words, how does Kal-Cap attempt to "alleviate poverty in
Kalamazoo County?" This is the research question with which this
study is concerned.

Because an answer to this question may provide

information useful for the identification of problems, a systematic
analysis of Kal-Cap is in order.

The purpose of this study, then, is

to identify the priorities as established by Kal-Cap and the attendant
strategies devised to meet these goals, and to assess the relative
success of the strategies employed in meeting and stated objectives.
To accurately determine which organizational strategy is used by
Kal-Cap and how participation of the poor is incorporated into that
strategy, this study focuses on three elements of this social insti
tution:

■^"Social Movement" may be defined as "socially shared demands
for change in some aspect of the social order." Social movements
are the products of social unrest. For a movement to emerge, the
discontent causing the social unrest must- be perceived and shared,
and a conscious effort must be made to promote social change.
As applied to the "war on poverty," the demands for change
began with the discovery of the "other America." Unlike, tradi
tional social movements, social unrest was perceived and shared
initially not by masses of poor people, but by governmental pro
fessionals. Acting as "social engineers," they devised and
implemented OEO as the conscious effort to promote change.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

5
decision-making, leadership, and the overall operation of the agency.
Which decisions are made, how they are interpreted and transmitted
by the leaders, and how they are put into operation— these, are the
areas of inquiry which supply the information needed to analyze the
Kalamazoo County Community Action Program.

Therefore, this study is

organized around the functioning and interaction of the three major
operative components of Kal-Cap; the 3oard of Directors (primarily
responsible for decision-making), the Executive Director (responsible
for general leadership), and the Kal-Cap staff (responsible for the
agency's day-to-day performance).
Implicit in these categories are some basic questions, the answers
to which will provide the linkages'*" necessary to determine how Kal-Cap
functions.

Regarding the board, this study is concerned with the

following questions.

Who are its members? Who plans the program and

what are the decision-making processes

involved? Are there significant

social and philosophical differences between board members, and if so,
what effect do these differences have on the decision-making processes?
How do members view their association with the staff, the executive
director, and the overall poverty program? What do the members view
as the purpose of Kal-Cap and how do they feel it can best be achieved?

■*"As used here, "linkage" refers to the two-way communications
channels between board and director, board and general staff, and,
director and staff whereby each is aware of the others' sentiments
while performing their particular function. As used externally,
linkage will also refer to the impact of local community opinion
of Kal-Cap policy and its implementation. Fora more complete
treatment of the concept of linkage, see Norman R. Luttberg, (ed.)
Public Opinion and Public Policy; Models of Political Linkage.
Homewood, Illinois: The Dorsey Press, 1968 . Pp. ix + 469.
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6
What problems do members see as Inhibiting the agency's operation
and what do they perceive as possible solutions to these problems?
Concerning the executive director, this study seeks the answers
to: What is the job of the executive director? Has this role changed
over time? How does the director interact with the board, staff, and
community? What does the director view as Kal-Cap*s purpose and what
does he see as the best way of accomplishing this purpose? What prob
lems face the director and how does he attempt to solve them?
Regarding the agency and its staff, this study inquired:

How was

Kal-Cap created? What are its structure, function, and goals? What
are the characteristics of the staff members? What do they see as
the purpose of Kal-Cap and how do they feel it can best be achieved?
Does organization and staff change over time? How does the community
accept Kal-Cap?
A systematic and thorough analysis of a local community action pro
gram may help provide answers to these questions and to the fundamental
issues of the viability and desirability of such a poverty intervention
effort.

To study a CAP agency is to investigate something that Is

socially important now.
The war on poverty is a planned, protracted attempt to implement
broad social change in American society.

Analysis of the dynamics and

outcome of this massive federal intervention on the local level through
a case study of the Kalamazoo County Community Action Program will
generate substantive theory by which the intervention itself can be
understood.
Given the purpose of this study and the complex and dynamic nature
of the institution studied a qualitative methodological approach has
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been selected as the most appropriate and productive method of
research.

The use of qualitative methodology through the technique

of participant observation permits the researcher to "get close to
the data" thereby creating "the analytical, conceptual, and categorical
components of explanation from the data itself— rather than from the
preconceived, rigidly structured...operational definitions that the
researcher has constructed.!

The technique of participant observation

is not a single method but a combination of methods, the collective
end of which is analytic description rather than a comprehensive,
quantitative test of such a theory.

For this study of Kal-Cap, four

different tactics were used for gathering the data.

They are direct

observation, informant interviewing, document analysis, and respondent
interviewing.2
Direct observation is the most common and in many respects the most
useful data-gathering tool.

Direct observation of what was said and

done during the six months devoted to data-gathering (Jan., 1971 to
June, 1971) was conducted in all sectors of this complex social organ
ization.

Extensive notes were taken on seventeen various staff, target

area group, and board of directors meetings.

In addition, field

notes were taken on a daily basis recording what happened at Kal-Cap
and in the target communities.

Direct observation also served as a

common denominator by which nondirect methods could be checked for

1William

Filstead, Qualitative Methodology, S,

2For a more complete discussion of these data collection techniques,
see McCall and Simmons, Issues in Participant Observation. Chapter 3;
Norman'K. Denzin, The Research Unit. Chapter 9; and William J. Filstead,
Qualitative Methodology, Part III.
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validity.

Observation was also required where the relevant facts

were either misperceived or vaguely perceived and not adequately
communicated by the participants.
Where direct observation was impossible, various experienced
participants were asked to "fill in the details" regarding the opera
tion of Kal-Cap both past and present.

Among those consulted for

informational interviews were the executive director, program
director, experienced board members, some staff personnel, and in
volved community residents.

To confirm the validity of the information

received, the same questions of fact were asked of other informants and
crosschecked against available pertinent documents.
Document analysis refers to investigation of printed material
relevant to Kal-Cap.

Newspaper clippings from the Kalamazoo Gazette

and Kalamazoo Ledger dating back to the agency's inception in 1965
were consulted.

Along with these clippings, the Community Services

Council as the sponsoring organization behind Kal-Cap has kept an
extensive file of Kal-Cap correspondence and reports which was fre
quently checked.

These sources were especially useful in putting

together Kal-Cap's historical development.

Kal-Cap's official reports

and statistics along with the extensive collection of OEO "guidelines"
(nine volumes at present) were also used.

These and other written

accounts were used to supplement the information gained from the
aforementioned methods.
Because qualitative methodology "advocates an approach to exam
ining the empirical social world which requires the researcher to
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q
interpret the real world from the perspective of the subjects of his
investigation.special emphasis was placed on respondent interviewing.
Here it is the "person rather than the event" especially the "personal
2
feelings, perceptions, motives, habits, or intentions of tne interviewee"
that are important.

The importance of this data-gathering method is based

on the contribution of ideas and reinforcement of tentative hypotheses
provided by indepth discussions with different participants.

This form

of interview also supplies the researcher with indicators of the socialpsychological impact of participation in the processes of the community
action program.

Accordingly, sixty-three respondent interviews were

given, including all thirty-three members of the board of directors
(list of February 11, 1971), ten supervisory personnel, thirteen staff
personnel, and seven VISTAs.
The use of these four methods of data collection serve to comple
ment each other by supplying missing data and by crosschecking for
validity.

Taken together, they have been used to create a substantive

theory concerning the performance of the Kalamazoo County Community
Action Rrogram.
To provide the proper background for this analysis, Chapters II
and III trace the history of OEO and the development of Kal-Cap from
its inception.

Chapter IV is devoted to goals and priorities, and the

strategies used to achieve them.

Chapter V focuses on the problem

"^Filstead, op. cit., 7 ■
McCall and Simmons, op. cit., 62.
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facing Kal-Cap as perceived by the participants, and how they relate
to the program's performance.

Chapter VI includes conclusions and

recommendations.
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THE OFFICE OF ECONOMIC OPPORTUNITY
The Inception of the Office of Economic Opportunity
Identification of widespread poverty In the land of plenty and
the popularizing of a systematic approach against it are usually attri
buted to Michael Harrington, author of The Other America, and other
writers in the early 1960 ’s who called for an "integrated and compre
hensive program (to) overthrow America's citadel of misery."^
Regardless of the method of measurement employed, their general
consensus was that approximately 25 million American citizens were
locked into a "cycle of poverty" without much hope of ever sharing
the high level of prosperity achieved in the United States.

Further

attention was focused on the problem of poverty through the Civil
Rights movement.

Racial discrimination and economic deprivation were

seen to perpetuate each other.

As the leaders of the Civil Rights

movement turned to an economic approach to effectively legitimize
their goals, the movement provided a political force needed to generate
official action on the "Negro Question." The Kennedy-Johnson Adminis
tration proved to be sympathetic and responsive to this pressure.
2
Levitan credits Robert Lampman, a staff member of the Council of
Economic Advisors and Walter Heller, Chairman of the C.E.A., as the
chief "catalysts" responsible for initiating administrative action.
Despite the uncomfortable feeling that may have been created by

1
Michael Harrington, quoted in Levitan, Sar A., The Great Society's
Poor Law. Baltimore: The Johns Hopkins. Press, 1969 , 13.

2loc. cit., 13-18.
11
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the discovery of a hardening poverty class, there was little public
interest in a concerted attack on poverty, either public or private.
Instead, unlike traditional social movements which are often a
response to mass discontent, the "war on poverty" was conceived and
intitiated "from the top" by government officials.

This is one of

the unique features of O.E.O.
To operationalize a program aimed at fighting poverty a task force
composed of officials from the Council of Economic Advisors and the
Bureau of the Budget was formed.

The task force was confronted with

the extreme difficulty of coordinating a "war" on the complex, pervasive
problem of poverty which requires a variety of institutional arrange
ments to combat it. As Gilbert"^ summarizes:
"...many of the architects and supporters of the War on
Poverty recognized that more than a paternalistic effort
by the social work community was needed to remedy the
structural arrangements that segregated the poor from •
the mainstream of society. Thus, the antipoverty program
war conceived, in part, to stimulate the organization of
the poor for the purpose of promoting social change; it
was a program planned by professionals to initiate a
social movement."
The conceptual framework which provided the solution to this
problem was the "coordinated community action" concept used for the
Ford Foundation's "Gray Areas" programs, and the demonstration pro
jects under the auspices of the President's Committee on Juvenile
p
Delinquency and Youth Crime.
This approach stressed local iniative

^"Gilbert, Weil, Clients or Constituents. San Francisco: JorseyBass Inc., 1970, 15.
2
For a more complete discussion of these programs, see Herman,
Melvin, and Munk, Michael, Decision-making in Poverty Programs: Case
Studies From Youth Work Agencies. New York: Columbia University
Press, 1968. Pp. XII + 181.
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in planning and programming with an eventual phasing out of the Foun
dation's support as the private local agency acquired local support
and assumed control.

Persuaded by these efforts, "coordinated commu

nity action" was adopted by the task force and incorporated into the
Economic Opportunity Act as the appropriate strategy to wage a "war
on poverty." Herein lies the distinctive feature of the Community
Action Program of O.E.O..

Whereas the other Titles provided, in

effect, for single purpose programs, the CAP Title was "innovative"
in that it by-passed state and local agencies and instead funded
local, autonomus, non-profit corporations that were charged with the
planning and implementing of poverty programs with "maximum feasible
participation of the poor."
As the then Vice-President, Hubert Humphrey stated
"CAP represents a departure from previous methods of coping
with the problem. It is the so-called "umbrella approach,"
in which all antipoverty social welfare programs (hopefully,
both state and federal) are administered on a communitywide
basis by a single agency. This agency is composed of all
elements to be formed within the community - the social
welfare agencies, the elected officials, the business
leaders, and most important of all, the members of the tar
get groups."
Approximately one thousand CAP’S have been established and funded
by O.E.O..

2

Each local agency was charged with the responsibility to:

■^Hubert H. Humphrey, quoted in Everett, Robinson, 0. (ed.)» AntiPovertv Programs. Dobbs Ferry, New York: Oceana Publication, Inc.,
1966, 14.
o
OEO originally funded CAP's on a 90% federal, 10% local basis.
The local share could be cash or "in-kind" contributions, (the latter
composed of donated labor, space, equipment, etc.). In 1967 , the
funding ratio was changed to 80% federal and 20% local.
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1. Mobilize their own public and private resources for
the attack.
2 . Develop programs of sufficient scope and size to give

promise of eliminating causes of poverty.
3 . Involve the poor themselves and coordinate the commu

nity action programs through public or private nonprofit
agencies or a combination of these.4
As the different local CAP's went into operation, it became
apparent that this community action function was being interpreted
in different, often incompatible ways, especially the provision for
the participation of the poor.
cepts of this principle.

2

3
Moyniharr observed four varying con

According to him, community action was

viewed by some as: the means to bureaucratic efficiency through pro
gram coordination; activitists viewed it as a source for deliberate
conflict to induce social change; others looked to community action
exclusively as a provider of services; still others saw it as a means
to political effectiveness.

While Moynihan's arbitrary categorization

is somewhat unclear, it Is reflective of a confusion resulting from
the lack of an authoritative definition of just what community action
should be.
For the first three years, CAP remained free from any formal
ties with local political structures.

But as the community action

^Zurcher, Louis A., Poverty Warriors. Austin Texas: The University
of Texas Press, 1970* 5•
p
There was little consideration of and virtually no controversy over
the subsection providing for participation of the poor during the
Congressional Committee hearings.
op. cit., 5 -6 .
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agencies continued, to operate free from local control, many local
authorities objected, fearing disruption of the community's tradi
tional political arrangements.^ In addition, local social service
organizations, such as local community chest organizations and
county welfare agencies, more and more resisted the intrusion of
CAA's into "their private baliwicks." As a result, strong opposition
to OEO, and GAP in particular, began to mount.
To ensure continued appropriations for the was on poverty, the
Green Amendment of 1967 was added as a compromise provision which
redefined the community action concepts by curtailing local autonomy.
The Amendment required that Community Action Agencies, (CAA's), be
"designated" by either state or local governments.

The governmental

body could either assign itself as the CAA or designate the existing
agency.

Whatever its designation, the Board of Directors was required

not to exceed 51 members and had to be divided equally into three parts:
public officials or their appointees; democratically selected "represen
tatives" of the poor, and; representatives of the community agencies and
groups. Added to this was a provision that OEO could not fund a program
without the Governor's consent.

Congress also curtailed local autonomy

by increasing the amount of "ear-marked" moneys for "special emphasis"
programs, such as Head Start, Legal Services and Family Planning.

Con

comitantly, "versatile" funds — money that could be spent on any of the
many varies programs not specified, but provided for in the general

■^Levitan, The Great Society's Poor Law, op. cit., 6 5 .
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language of CAP - decreased to

of the CAP budget.'*'

The effect of the Green Amendment is a debatable issue.

Al

though CAA autonomy was diminished with the introduction of local
governmental involvement, most of the Community Action Agencies 9 6 .7% - were designated without change.

2

Thus, the involvement of

local government is usually limited to the appointment of one-third
of the governing Board.

In a positive sense, the Green Amendment

also served to legitimize participation of the poor through its
formal requirement that representatives of the poor compose at least
one-third of the Board.

In summation, then, the conflict between the

local CAA's and local government was more publicity than reality.
Although local government retains the potential to be a strong force
on the Community Action Agency, it generally stays clear of any active
involvement.
OEO Today
Despite the continuing existence of a formidable opposition to
OEO (and CAP in particular) which would like to sound the death
knell for the war on poverty, business is conducted today as usual.
The Nixon Administration has asked for and received a two-year
extension of the Office of Economic Opportunity.

This constitutes

an interim arrangement until a proposed Executive reorganization
takes place.

The Community Action Program (and all of OEO) will

"^Kershaw, Joseph A., Government Against Poverty. Chicago:
Markham Publishing Co., 1970, 55■
2

Levitan, op. cit., 6 7 .
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changed in structure and function if a reorganization of the Executive
Branch is approved to facilitate the principles of revenue-sharing and
increased local government responsibility and initiative. As Frank
Carlucci,'*' present Director of 0E0, explained in his Memorandum to all
CAA Board Chairmen:
"While Community Action will continue as a separatelyfunded program in Funding Year 1972, the President's
"budget sets January 1, 1973 as a target date for local
initiative assistance to CAA's to be incorporated into
special revenue-sharing. At the time, Community Action
would becaome a fully local institution, receiving
federal resources for local inititative programs through
the special revenue-sharing process."
Under the President's reorganization plan, CAP would be transferred
to the new "Department of Community Development." Here, it would
function primarily as a research and development program, "to develop
2
new approaches for meeting human needs." As programs mature beyond
the research and development stage, they would move into the "Department
of Human Resources."
3

In this new arrangement, Carlucci forsees a continued commitment
to CAP's role of "advocacy for the poor."
"We are an agency, as I said before the Congress, that

■^Carlucci, Frank, Office of Economic Opportunity Memorandum.
February 13, 1971* 2.
^loc. cit., 5 3

Carlucci, Frank, "Quitting No." Unpublished transcript of a
speech given at the Seventh Annual Convention, National Association
of Community Developers, Seattle, Washington, 1971» 2.
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is bound to be controversial because we are an agency
that is on the cutting edge of social change. I
guess one of the problems that we have to overcome
in this country is to make people realize just who
the poor (are) and what their problems are."
However, in the same address, OEO's Director^ clearly emphasizes
the need for a ,rbridge-building" resource mobilization strategy which
would work toward "better CAA relationships with state and local
government...,

We cannot fruitfully deny or resist the essential

leadership role of local government." Since no hint is given as to
how advocacy and accomodation can be simultaneously achieved, the
ambiguity of the CAP's function would seem to be, at least in part,
continued.
In summation, the Community Action Program of the Office of
Economic Opportunity is now operating as before subject to the re
strictions on local autonomy created by the 1967 (Green) Amendment
to the Economic Opportunity Act.

The direction CAP will take

after any pending Executive Reorganization is open to question.
It would appear, though, that the advocacy function incorporating
maximum feasible participation of the poor will be retained only
to the extent that it is compatible with the goal of accomodation
with local government.
0E0 Organization
National Level
2

Levitan reports that the Office of Economic Opportunity spends

1loc. cit., 2.
2

Levitan, op. cit., 9 •
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less than one-tenth of the federal antipoverty dollars, yet is looked
upon as the "nerve center" of the war on poverty.

Located in the Execu

tive Office of the President, at the insistence of its first director,
Sargeant Shriver, 0E0 has direct operating responsibilities for some of
its programs (among them, the Community Action Program).

The special

emphasis programs^" under the Economic Opportunity Act are delegated to
other federal departments and agencies.

For example, Head Start, the

pre-school program for children of poor families, is located within
the Department of Health Education and Welfare.
does not direct programs in these departments.

OEO works with, but
The national office

is also responsible for drawing up "guidelines" to provide the proper
2

direction for local CAA’s. As for the CAP itself, Levitan explained
its evolution in this manner:
"...the Community Action Program represented the kind
of coordinating operation that OEO, as a staff agency
was particularly designed to handle. However, CAP has
tended to break down into specific purpose programs,
ranging from birth control to creating jobs for old
people. The goal of coordinating programs in aid of
the poor remains elusive."
In addition to the day-to-day operation of its own programs, the
EOA established a Cabinet-level Economic Opportunity Council within
OEO for the purpose of "coordinating all federal antipoverty efforts."
This Council has proved ineffective because other agencies with anti
poverty programs, mindful of their prerogatives, declined to fully

“See Appendices A and B for the OEO Organizational Chart, and the
Direct and Delegated Authorities of Economic Opportunity Programs.
2

Levitan, op. cit., $8.
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participate in the Council's deliberations.
The responsibility for coordinating federal programs given OEO by
the Economic Opportunity Act are broad.

However, this authority was

not coupled with the requisite enforcement provisions so that
national OEO is largely restricted to management of its own programs.
Regional Level

In keeping with its belief that a decentralized program is more
responsive in meeting the needs of poor people, CAP was the first of
OEO's operating agencies to establish regional offices.
offices were set up serving seven different regions.^

In 1965,
The regional

offices process and review grant applications and inspect the per
formances of CAA's in their region.

Most of the business conducted

between the local agency and OEO is done at the regional level.
State Level

The community action concept focuses on local programs serving
local communities.

As a consequence of this, the state was considered

to be relevant only for an assistance or advisory role in the operation
of the local CAA's.

However, State Economic Opportunity Offices (SEOO's)

were created by the Green Amendment of 1 9 6 7 . These offices provide
p

"technical assistants".

These services are especially needed in

rural communities which often lack the relative expertise and organ4

The number of Regional Offices has since been increased to
twelve. See Appendix C.
^OEO Instruction 7501-1.
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ization of urban areas.
According to Mr. Lee Madden,1 the "technical assistants" or
"TA's" in the Michigan Economic Opportunity Office are divided
into generalists and specialists.

The latter specialize in one

particular field, such as program development.

A general TA, after

being requested by a Director of a local agency, is assigned to the
CAA to "assess and then assist" in solving administrative problems.
Advice, not direction, is provided ^
OEO's "guidelines".

Because the

power over all CAP grants coming inc

help local CAA's stay within
. -or has an effective veto
■ state, added emphasis is

given to'the .role of MEOO which, on advise of the TA, "signs off"
(approves) all grant applications.2
Local Level

Because it is the chief innovative feature of the war on poverty,
the CAP structure at the local level has already been briefly con
sidered.
alized.

It is here that the community action concept is operation
Representatives of the community, including the poor, are

responsible for planning programs that will meet the particular needs
of the local poor.

On the basis that the CAA is truly representative

of community opinion relating to the problems of the poor, the local
CAP Agency is also supposed to coordinate community-wide anti-poverty
efforts.

To accomplish these goals, CAA's have governing Boards to

Interview with Mr. Lee Madden, Technical Assistant from the
Michigan Economic Opportunity Office assigned to Kal-Cap.
July 2, 1971.
2This sign-off procedure is completed with the filing of a
CAP Form 77.
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decide policy, and agency staff personnel to implement these decisions.
Most CAA's operate as an administrative framework, funneling program
monies to various "delegate agencies" which usually comprise what OEO
has called "the local welfare system" (i.e. neighborhood centers, local
welfare agencies, schools, etc.).

In addition, many local CAP's

operate some programs of their own out of their "versatile" funds.
A common element of a local CAP structure is the neighborhod
center.^ These centers service the various local "target areas" limited geographical areas with a high rate of poverty by providing
services and a means to organize community residents.
In addition to these multi-purpose agencies, many of the 1,000
CAA's are single component agencies that run only one program.

An

example of such an agency would be one funded to run only one pro
gram, such as a Head Start agency.

However, the multi-purpose

community action agency is the crucial element of the war on poverty.
Because the CAA is the principal vehicle by which the poor are
enlisted to help fight the "war on poverty" this study is primarily
concerned with the operation of one of those agencies - the Kalamazoo
County Community A.ction Program, Incorporated.

To provide the proper

background for analysis, Kal-Cap's historical and structural develop
ment will now be considered.

^Kershaw, op. cit., yL.
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THE KALAMAZOO COUNTY COMMUNITY ACTION
PROGRAM, INCORPORATED (KAL-CAP)
History
Mr. Raymond. Hightower, the Mayor of Kalamazoo during the early
days of OEO, was the individual responsible for proposing a CAP
program for Kalamazoo.'*’ In September, 1964, he called together seven
community leaders to discuss the desirability of a Community Action
Program.

They were Mr. Joseph Dunnigan, Director of the Community

Services Council, (CSC); Mr. Basil Beedle, Manager of the Kalamazoo
Division of the Michigan Employment Security Commission; Dr. John
Cochran, then Assistant Superintendent of Kalamazoo Public Schools;
Mr. Edward Ferguson, Kalamazoo City Community Relations Director;
Mr. Reg Gary, Director of Douglas Community Association; Dr. Harold
Taylor, Director of the Upjohn Institute for Employment Research;
and Mrs. Paul Barthold, President of CSC (now merged with the
Community Chest to form the Kalamazoo Area Chest and Council).
These discussions resulted in a positive response for the introduc
tion of a Community Action into Kalamazoo.

The Community Services

Information about the inception of Kal-Cap is taken from many
sources. The primary sources are interviews with Dr. Hightower, KalCap Board Member and former Mayor of Kalamazoo, Mr. Joseph Dunnigan,
Executive Director of the Kalamazoo Area Chest and Council (KACC),
Dr. Charles Warfield, former Assistant Director of Kal-Cap and now with
the Kalamazoo Public Schools Administration, Mr. Edmund Morris, Executive
Director of Kal-Cap, Attorney Richard Reed, former Kal-Cap Board Presi
dent, Mrs. Carol Sills, former Community Developer for Kal-Cap, Mr. Moses
Walker, Executive Director of Douglass Community Association, Mary Marlett,
Staff writer for the Kalamazoo Gazette, and James Caplinger, present City
Manager for the City of Kalamazoo. In addition, the clippings files of
Kal-Cap, the Kalamazoo Gazette and the complete Kal-Cap document file
kept by KACC were also extensively used.
2
____________ , "Kalamazoo’s Antipoverty Role Studied," Kalamazoo
Gazette. Vol. 131 , No. 339 (September 23, 1964), 11.
23
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Council was called on to assume responsibility for the grant appli
cation process.
To accomplish their task, CSC convened the "Community Action
Committee," (CAC) to study the causes of poverty in the county and
file the applications for federal funds.^ The number of people
serving on this committee ranged from 38 to 4-5. The Community Action
Committee was composed of civic and municipal leaders from all over
the county.

With very few poor people or spokesmen for the poor

serving on the sponsoring body, the development of Kal-Cap mirrored
that of the national OEO program in that a "blue ribbon" group of
professionals took the iniative in studying the problem of poverty
and establishing a community action program to combat it.
To study the problem of local poverty CAC set up six task forces:
a research task force, the Northside task force (with five subcommittees),
groups concerned with "other poverty pockets," and task forces to deal
with youth work training programs and a jobs corps center.

2

All together,

about one hundred people actively participated in the CAA iniating pro3

cess.

The CAC application for federal funding was successful.

Community

Services Council as "sponsor and convenor" of the Community Action
Committee, received a letter of confirmation from Theodore M. Berry,
Director of the National Community Action Program, on September 17,

________ "Area Anti-Poverty Group Expanded; Sets First Meeting"
Kalamazoo Gazette. Vol. 132, No. 6 (October 2 6 , 1964-), 32
Kal-Cap File, Kalamazoo Area Chest and Council, Vol. 1.
3

Interview with Mr. Joseph Dunnigan, Director, KACC, 5_71«
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1965

This letter was followed by a telegram on October 12, 1965,

declaring the Governor's approval for grant number "Michigan CG 0847"
the Kalamazoo County Community Action Program, Incorporated.
In accordance with the 90% federal, 10% local funding formula,
OEO provided $95,182 to match the $12,812 in cash or "in-kind" con
tribution to be raised locally.

Two program components were thereby

funded - program development and a pre-school nursery.

3

To put the

new "War on Poverty" agency into operation, the CAC drafted By-laws
and selected a twenty-seven member Board of Directors.

The By-laws

emphasized attacking the causes of poverty in Kalamazoo County by
involving the poor in "planning, policy-making, and operation of
4
programs."

It was assumed the poor would then develop the "desire

and hope...of acting on behalf on themselves and far the betterment
of the community."^

To complete the preparation for "Program Year A,

Ernest St. Johns was hired as the Executive Director and later,
Charles Warfield assumed the position of Deputy Director.

1Kal-Cap File, KACC, Vol. 1.
^ibid.
3

^The line budget for Program Year was:
Component
6-1

Program Development

$17,432 - Federal
1,937 - Local
$19,369 - Total

7-1

Pre-School Nursery

$77,750 - Federal
10.875 - Local
$88,625 - Total

h,
Kal-Cap By-Laws Section II, A, 1 , May 19, 1965 .

^loc. cit., Section II, A, 2 .
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Program year "A"
The first program year extended from October, 19°5 to August 31,
196 ?.

Operating with a small staff out of an office provided at the

CSC building on 7 H S. Westnedge, Kal-Cap was initially concerned with
getting its planning and Head Start programs established.

According

to one informant, the staff "didn't do much", because it was burdened
with "filling out forms" for OEO.

Given the newness and instability

fo OEO, Kal-Cap was soon beset with problems involving changing OEO
guidelines and excessive red tape which delayed or denied much of the
effort expended on behalf of the new local agency.

One problem was

created by the funding procedure which had to be followed.

A CAA

was required to demonstrate quantitatively local needs, draw up a
program to satisfy those needs and then the agency might get funding
for the program.

This problem of acquiring funds was exacerbated by

the presence of the politically powerful and influential Chicago and
Detroit CAP’s which received a disproportionately large share of the
OEO funds allocated to the Midwest Region.^- In addition to these
programs, local participants were subjected to the frustration of
receiving oral confirmations of proposed programs by OEO officials
which were soon followed by written refusals because of a purported
"lack of funds." As Mr. Dunnigan explained, "Many attempted to communi
cate through grants and delegations, but (there was) no dent in OEO.

1

Interview with Dr. Charles Warfield, former Deputy Director
of Kal-Cap, 5~71•
2

Interview with Mr. Joseph Dunnigan, Director of KACC, 5-71.
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The result of this confusion and frustration of effort was a loss
of interest and increasing withdrawal from the program, a pattern
which has been consistently repeated during Kal-Cap's brief history.
Program year "B"
As Kal-Cap prepared for Program Year "B," CSC and CAC mutually
agreed to sever its formal relationship as being in the best interest
of both.

Kal-Cap questioned its effectiveness because of its struc

tural ties with CSC, while the Council viewed its fiscal liability
for the basically autonomous organization as untenable.

1

Accordingly,

the Community Services Council passed a resolution on April 14, 1967,
"discontinuing its relationship as convenor and sponsor of CAC as soon
as CAC (becomes) incorporated."

The separation was made complete

when Kal-Cap moved its office to 1456 Blakeslee, (Kal-Cap has since
moved to the Burdick Hotel, and then to the Panelyte Building at
2403 S. Burdick where it is now located).
As Kal-Cap's first Program Year drew to a close, Edmund R. Morris,
then Board President, called into question alleged Kal-Cap "inactivity."
In a letter requesting "total reevaluation" of the community action
3

program, Morris stated:^
"I rate Kal-Cap as being one of the worst in the State
in terms of failing to make a significant contribution
to the attack on poverty."

^CSC Memorandum (no date) Kal-Cap file, KACC, Vol. I.
^ibid.
3
Marlett, Mary, "Local Poverty War Director Resigns."
Kalamazoo Gazette. Vol. 134, No. 216 (may 25, 1967). 13.
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In defense of his administration, Director St. Johns'^ replied:
"The staff exists at the will of the Board, and the
Board power should he exercised with restraint...Do
you intend administrative control to he in the hands
of the Director or in the hands of the Board of
Directors?"
This conflict resulted in the commissioning of a report to evaluate Kal-Cap's performance.

In this report,2 an explanation was

offered for the troubles facing Kal-Cap:
"Some portion of the general attitude in Kalamazoo and
almost everywhere else is that nothing is being done
to help the poor, (which) stems from a lack of know
ledge as to what is going on."
The report concluded that the Board and the general public were
not aware of the scope of present and proposed OEO financed local
projects, and that other communities were in the same situation.
During this confrontation, Mr. St. Johns chose to resign as
director and was thereafter replaced by Mrs. Marilyn Hamlett.

Mr.

Morris soon after resigned to take the position of Deputy Director
with the Community Action Program in Calhoun County.

He was

succeeded as Board President by Attorney Richard Reed.
In June 1967 , facing a potentially sever limitation of funds
for locally-iniated programs imposed on OEO by Congress, Kal-Cap revised
its plan of operation to include a "Community Development" component.

3

■^ibid.

2

________ "Knowledge Gap Reported as the Source of Local Poverty
War Criticism," Kalamazoo Gazette Vol. 134 (June lh, 1967 ). 7.
3

Along with the Community Development Component, Kal-Cap sub
contracted the Head Start Program to the Kalamazoo Public Schools,
delegated a family planning program to Planned Parenthood, and dele
gated an intake-referral-followup service called "Intrefol" to the
Douglas Community Association. Later that program year, Kal-Cap
helped fund the Northside Credit Union. See Appendix D.
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Mrs. Carol (Davis). Sills was hired to direct the new program.

Her

position of "Community Developer" replaced that of Deputy Director (left
vacant since the resignation of Mr. Warfield).

Community Development

emphasized the social action organizational strategy.

Indigenous

organizers concentrated on selected areas in Kal-Cap's priority target
area, the city of Kalamazoo’s north side, and formed six block-clubs
to "reach and motivate persons in the target area for full utilization
of avialable resources and for self-help projects. "1
These block clubs made several.requests and recommendations to the
City Commission regarding improvements in this area, many of which were
subsequently enacted.

Many area residents actively participated in

these clubs, and a Block Club Council was formed to coordinate activities.
The funding of this Community Development component created the
next crisis situation to confront Kal-Cap.

Believing this venture

could not meet the important needs of its constituents within the
existing Kal-Cap framework, Mrs. Davis requested accountability for
the Community Developer only to the Board of Directors as a method of
achieving greater productivity.2 This request was put in the form of
a demand, the only other alternative being resignation by Mrs. Davis.3
The Executive Committee of the Board decided to adopt this second
alternative and back the Director, Mrs. Hamlett, who had opposed this

1Quoting Bichard Reed, President of the Board of Directors.
2Position Paper of Mrs. Carol (Davis) Sills, Kal-Cap File,
KACC, Vol. II.
3________ , "Poverty War Project Director Leaving Post",
Kalamazoo Gazette. Vol. 135 No. ?8 (January 6 , 1968 ). 13 .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

30
request.

This action was thereupon reversed in a heated Board meet

ing attended by many angry block club participants who vociferously
supported Mrs. Davis.

As a consequence of this situation and other

— work related reasons, Mrs. Hamlett"*" resigned explaining:
"What took place at the January l6th board meeting was
frustrated power which cannot express itself effectively
against programs which are designed to serve them whether
local or federal. The federal authorities are too far
away and local authorities will not heed their voice."
As a result of this personnel move by the Board Kal-Cap received
criticism from Mr. Robert Bieszczat, Field Representative for the
Regional Office in Chicago, who claimed that meaningful results for
the $5^5,000 of federal money allocated to Kal-Cap were not forth
coming because of a "lack of direction for its programs and a lack
2

of tangible goals."

Bieszczat was, in particular, critical of the

Board for extending its direction of staffing beyond the hiring of
the Director.

He listed six changes that would have to be made for

continued funding:

selection of a qualified Director, includsion of

a By-law amendment limiting the Board to selection of the Executive
Director only, establishment of personnel policies, strengthening of
delegate agency supervision, broadening the program to a county-wide
basis, and reassessment of manpower programs.
To conform with this directive the Board, thereupon, reversed its
previous decision and fired Mrs. Davis along with three fieldworkers

________ , "Director of Kal-Cap Announces Resignation.
Kalamazoo Gazette. Vol. 135 , No. 90 (January 18, 1969 ). 3^.
2

Marlette, Mary, "OK Kal-Cap Suspension." Kalamazoo Gazette.
Vol. 135, No. 103 (January 3 1 , 1968 ).. 1-2.
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and a bookkeeper.^

Remarks made by Richard Reed, 2 Board President,

reflect the extent of the difficulties that plagued Kal-Cap:
"Events of the past few weeks have indicated clearly
that the Board of Directors of Kal-Cap is facing
some serious problems. Our present situation leaves
us in considerable bewilderment at this moment as
to how we ought to proceed. Our immediate and urgent
task, as a Board, is to reappraise our position and
to clarify for ourselves what activities we wish to
carry on in the future."
The Board their suspended Kal-Cap's activities from the end of
January to April, 1968 . These developments are indicative of the
crisis atmosphere in which Kal-Cap has been forced to operate, for
one reason or another, almost from its very beginning.

The conse-

quenses of having to cope with frequent crises will be analyzed in
a later chapter.
During the suspension of activities, Kal-Cap tried to "put its
house in order" by satisfying the conditions for continued funding as
laid down by the Regional Office.
Executive Director.

Erank Ehlers was hired as the

Nick Hall took over as Deputy Director, the

administrative position brought back to replace the now defunct Comm
unity Developer slot.

To help broaden the program to include the

county (and also to satisfy the requirements of the Green Amendment)
the County Board of Supervisors was called upon to "designate" which
organization would be the CAA serving Kalamazoo County.

The County

Board opted to continue Kal-Cap as the local Community Action Agency
iThis decision also, in effect, terminated the activities
of six block clubs, 2 ADC mother’s groups, a Lincoln Skills
Center group, and the block club council.
^Marlette, "OK Kal-Cap Suspension." op. cit., 2.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

32
with the right to select one-third of the Board of Directors.

Satis

fying these conditions was not difficult, "but Kal-Cap's attempt to
satisfy the Regional Office by "strengthening delegate agency super
vision" opened Pandora's box, yet another time.
As Kal-Cap applied pressure to one of its delegate agencies,
Douglass Community Association, to operate its Intrefol Program
(intake-Referral-Followup) more strictly in accordance with OEO Guide
lines, trouble ensued.

Most informants consulted viewed this as a

jurisdictional dispute over control of antipoverty efforts in the
North side as well as an issue of accountability.

Compounding this

problem involving DCA and Kal-Cap was a clash in personalities exist
ing between the two agency directors, James Horn of DCA and Prank
Ehlers.“ This conflict was not resolved until OEO stepped in to
enforce controls, and one of the principals involved, Prank Ehlers,
resigned.
Intrefol was a vexing problem for Ehlers, but the difficulties
he had in attempting to implement a $46,000 grant to start a food
cooperative on the north side of Kalamazoo was the primary reason
prompting his resignation along with that of his Deputy Director,
Nick Hall.

Lacking support from the staff, the Board, and "vital

sectors of the community (notably the poor people on the north side

Ehlers had charged Horn with being a "tool of the white power
structure." _________ , "Douglas Board Backs Director in statement."
Kalamazoo Gazette. Vol. 135» No. 300 (August 29, 1968) 11. Horn replied
that Ehlers and Hall were trying to cover their own inadequecies, having
"failed to manipulate poor and black communities." ________ , "Douglas
Director Defends Records, Supports Ed Morris' Appointment." Kalamazoo
Gazette. Vol. 135, No. 312 (August 2?, 1968), 9-
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the Coop was intended to serve)," Ehlers and Hall resigned citing
a "conflict of philosophies" as the problem."*' As a result of the
community and staff resistance, the proposed food cooperative was
never implemented.
Without any administrative leadership and with Board members being
buffetted once again "from all sides," Kal-Cap was once again "on the
ropes." With its term due to expire soon after, the Program Year "B"
Board decided to keep the agency going and find a new Director.

2

On

the recommendation of the MEOO Technical Advisor assigned to Kal-Cap,
Jim Jacobs, former Board President, Edmund R. Morris, then employed as
Deputy Director with the Battle Creek CAP, was chosen as the new
Executive Director.
Program year "C". "D". and "E"
Program Year "C" had just begun in September, 1967 when Kal-Cap
became involved in yet another imbroglio, this time with the County
Department of Social Services.

In response to criticism of his case

workers made during a State Senate hearing on Welfare, Everett Vermeer,^
the Deputy Director of Social Services, charged Kal-Cap and Douglass
Community Association with being on "different wave lengths" by making
"inferences and insinuations" about his caseworkers.

________ , "Kal-Cap Directors Claim Misrepresentation."
Gazette. Vol. 1 35 , No. 280 (July 2 6 , 1968 ). 14.
2

Kalamazoo

Interview with Mr. Richard Reed, former Kal-Cap Board President,

6-71 .
3

________ , "Social Services Leader Here Rips Statements Aimed at
Caseworkers." Kalamazoo Gazette, Vol. 136 , No. 9 (October 29, 1968).
32.
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1

In his written response the following day, Mr. Morris drew the

^

lines of tattle:
"Study after study made over the last 34 years speak
volumes about the futility and inefficiency of trying
to graft new social concepts onto an old welfare struc
ture. The cure therefore would seem to lie in 'planting
a virgin orchard rather than draining still more funds
away from the needs themselves into the core of perpetuating
a sterile, hybrid, non-productive one...* OEO, followed by
its local CAP's came into being for the sole purpose of
'transmitting on UHF* to innovate, initiate, and influence
change in established institutions such as the one 'you'
represent; an institution that, inspite of 'your' fancy
statistics which I question, perpetuates poverty as evi
denced by mounting welfare... We are in revolt against the
19th Century paternalism of irrelevant public aid formuas
and to free the poor from humiliating reliance on the welfare
bureaucracy — not bind them closer to it."
These strained feelings still exist today between Social Services
and Kal-Cap.

Instead of working together these agencies handly recog

nize the other’s existence, choosing not to coordinate their efforts.
The implications of this relationship will be considered later.
Despite the internal problems existing at the end of the second
Program Year, Kal-Cap's programs were renewed for Program Year "C"
(PYC).

Attention was then turned to the unsued $46,000 originally

granted by OEO for a food coop which was never established.

Because of

the initial opposition to this plan from both clients and employees, a
questionnaire was sent from Kal-Cap to north side residents requesting
a preference from three choices offered for the expenditure of this

Letter from Mr. Edmund Morris to Mr. Everet Vermeer (dated
October 30 , 1968), Kal-Cap File, KACC, Vol. III.
2
. "Kal-Cap Program Renewed." Kalamazoo Gazette. Vol. 135 ,
No. 319 (September 31 1968). 21.
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money" a credit union, the food co-op, or a legal service program.
On the basis of this survey's results, Kal-Cap authorized the use of
$2 0,000 of the original grant to establish a legal aid project, and
$19,000 for funding of a credit union (this money was delegated to
H
the Northside Credit Union.
With the reception of a grant for $25,668, Kal-Cap at this point
expanded to a county-wide program.

This money was used to set up a

rural outreach department under the direction of Mrs. Pearline Perry.^
This department provided the same intake, referral, and followup
services that were provided to poor residents of the city of Kalamazoo.
Under the leadership of its new Director, Kal-Cap actively pursued
more federally-funded programs.

Grants to establish a summer youth

program, an emergency food and medical program, and others were award
ed to Kal-Cap.

As the community action program expanded and the day-

to-day operation was solidified, Kal-Cap was given some rare praise.
After a week long appraisal of Kal-Cap during May 1969 (PYD), three
OEO officials found Kal-Cap to be in "excellent condition" under the
leadership of Mr. Morris.

They summarized their inspection by

stating that CAP has had a lot of trying times," and "we are pleased

________ , "Kal-Cap Ok's Credit Union, Legal Aid." Kalamazoo
Gazette. Vol. I3 5 , No. 356 (October 10, 1968 ). 13 .
The results of the questionnaire were:
Credit Union
Co-op
Legal Services

- 96
- 56
- 18

2

, "Poverty War Here to be Launched in Rural Area."
Kalamazoo Gazette. Vol. 136 , No. 5 (October 25, 1968 ). 5-
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with the way your agency looks."

However, this kind, of response to

36

Kal-Cap has been the exception to the rule.
This "rule" which Kal-Cap has followed throughout its history is
one of conflict with local institutions and adjustment to crisis sit
uations created by those conflicts.

This tendency to be continuously

involved in despute of some kind appears to have negatively affected
the performance of both the board and staff during these program years.
The frustration and tension caused by these conflict situations is one
of the major factors contributing to the loss of interest expressed by
these participants.

During these program years, board meetings were

frequently conducted without a quorum present necessitating completion
of essential transactions by mail.

2

In addition, both the Board and

staff experienced a high rate of turnover.

These factors have created

a basic instability on the part of the Board and staff which has
frequently impeded their functioning, thereby affecting the overall
operation of Kal-Cap.
Another chronic problem adding to Kal-Cap’s difficulties, especially
since the arrival of Mr. Morris, is the apparent lack of any real
community support.

One reason for this lack of support is the recurring

confrontation between Kal-Cap and the County Board of Commissioners.
Charges and counter-charges between the two organizations have
often filled the media.

Much of this hostility stemmed

^Marlett, Mary, ”Kal-Cap Praised, Funds Asked for Local Seminar."
Kalamazoo Gazette. Vol. 53 (October 25. 1968). 5*
2Kal-Cap File, KACC, Vols. Ill and IV.
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from the confusion which arose over the County Board's designation
function.

After the Board "designated" Kal-Cap as the official war

on poverty agency, Board members thought the County still had sponsor
ship.'*' However according to Phillip Smith, an official of MEOO, the
County Board's only input was the appointment of one-third of KalCap 's Board members and that the Board "yielded their opportunity
to sponsor OEO programs when they chose Kal-Cap," which was "solely
responsible for dispensing OEO money while serving as county level
2

advocate for the poor."

This debate arose at this time because

Kal-Cap had requested money from the County to help satisfy its local
matching share requirements.

Some of the County Board members objected

to funding an organization which could not be held accountable for
its expenditure and also challenged the effectiveness of Kal-Cap.
While tempers continued to fray, a hearing was called on September 2 7 ,
1969 to aid in "clearing the air" between Kal-Cap and the County

Board.

Fundamental issues were considered, especially the relative

effectiveness of Kal-Cap.
defense of Kal-Cap.

On this issue, many people spoke out in

One person claimed, "Nobody has left there that

needed help and didn't get it." Another stated, " Anybody who wants to
fight Kal-Cap will have to fight me.

3

This session helped to relieve

^Marlette, Mary, "Kal-Cap Fund Issue Still Undecided." Kalamazoo
Gazette, Vol. 136 , No. 3^5 (August 29, 19&9)• 52
ibid. OEO guidelines have since been changed to permit the local
government body to take over the functions of a private, non-profit
CAA, such as Kal-Cap, at any time without notice.
3

•'Todd, P. N., "Human Issues Command Attention at Hearing."
Kalamazoo Gazette. Vol. 136 , No. 3^3 (September 2 8 , 1969 ). 39•
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tensions and calm the rhetoric, and also provided County Board members
with an indication of how many of Kal-Cap's clients felt about the
agency.
To assist in its deliberations of the Kal-Cap request, the County
Board had asked CSC to compose an evaluation of Kal-Cap."*' In this
report, an analysis of each program was included, almost all of which
2
were favorable. The CSC report concluded:
"£lru3 response to this particular question (the admin
istrative relationship between Kal-Cap and County Govern
ment) we must restate two basic premises - 1. That poverty
conditions do continue to exist in Kalamazoo County de
spite the efforts of our numerous health and welfare
services. 2. The County government has the ultimate re
sponsibility for providing for the welfare of all residents
of Kalamazoo County. In line with these premises... we
recommend that the Kalamazoo Board of Supervisors continue
to sponsor the Kal-Cap agency under the agreement reached
in 1968 ...JandJ develop a much closer relationship between
county government (the sponsor), and Kal-Cap (the sponsored).
After due deliberation, the County Board voted to allocate $20,000
to Kal-Cap out of requested $57,000.
against the appropriation.

Only three commissioners voted

Since then, the County Board has continued

its yearly allocation of $20,000 to Kal-Cap.
Bole of the Executive Director
From the beginning of Program Year "C," the development of KalCap has been shaped largely by the efforts of the current Executive

^"Observations and Recommendations Belative to the Kal-Cap Operation
in Kalamazoo County Prepared by Community Services Council August - 1969.
Pp. 22.
^loc. cit., 20 -1 .
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Director, Edmond R. Morris.

Mr. Morris has been successful in writing

proposals which have led to the awarding of a number of federal grants
to Kal-Cap.

With this money, Kal-Cap has extended its services to the

outlying rural areas, and has increased its personnel to administer
the expanded programs.

Mot only has the Director been primarily

responsible for the planning and development of the agency, he has
almost singularly shaped the pbulic relations of Kal-Cap.

Consequently,

the local community's image of Kal-Cap is largely a reflection of its
reaction to Morris' personal involvement in community affairs.

This

involvement, often as a "gadfly" to local institutions and authorities,
has served to make him a controversial figure in the local community.
Despite his frequent protestations that he is "acting as a private
citizen," Mr. Morris is almost invariably linked as the Director of
Kal-Cap.

As a result, Kal-Cap is often identified with its Director,

expecially in terms of his personal advocacy for various causes.
This controversial reputation dates back to Morris' term as
Kal-Cap Board President.

In May of 1967 , after drafting his letter

challenging the effectiveness of Kal-Cap, Mr. Morris soon left for his
new job in Battle Creek.

Before returning to assume the position of

Director of Kalamazoo, the Mayor of Kalamazoo, Paul Schrier” said that
Morris "couldn't get along with the people here in Kalamazoo" and he
quoted Morris as saying before he left for Battle Creek that he (Morris)
was "glad to wipe his feet and get out of the stinking mess." These

''‘Wick, Lane, "Supervisors Rap Kal-Cap Program and Mew Director."
Kalamazoo Gazette, Vol. 1 3 5 , Mo. 165 (August 20, 1968 ). 20.
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charges prompted the Kal-Cap Board to give Morris a unanimous vote
of confidence during his first month at Kal-Cap.*
In the months that followed, Mr. Morris criticized City Manager
Caplinger regarding Kalamazoo's lack of adequate low-income housing.2
He also found fault with Kalamazoo Public Schools for not following
federal school lunch guidelines, and threatened to sue the Schools if
lunches were not provided to needy children.

On another front, he

responded to comments by members of the County Board which were criti
cal of his leadership by blasting these "gutless, lame duck commiss
ioners" for their "asinine comments."-^ This exchange between some
members of the County Board and Kal-Cap's Director marked only one of
the several confrontations between them which have taken place over
the years.

Over the years this negative attitude which exists between

the County Board and Mr. Morris has tended to limit mutual cooperation.
Mr. Morris also involved himself in the community politically by
publicly supporting the "Black Caucus" which was formed to seek various
local elected positions in the summer of 1969 . He urged Kal-Cap
staff participation on behalf of the Caucus by explaining that "voter
education and information can be conducted as part of community

*Minutes of Kal-Cap Board Meeting, September 11, 1968, Kal-Cap
File, KACC, Vol III.
2________ , "Morris Raps City Manager on Parking, Housing Issue."
Kalamazoo Gazette, Vol. Ij6, Mo. 175 (April 13. 1969). 14-.
3Wick, Lane. "Kal-Cap Director Fires Back." Kalamazoo Gazette,
(undated). The comments referred to were made by a few commissioners,
whose terms were due to expire soon, during a meeting to decide whether
or not Kal-Cap should be funded.
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organization."

Mr. Morris has also spoken out on other elections

and has considered running for the Kalamazoo Board of Education.
Kal-Cap's Executive Director has also engaged in "physical"
protest.

Following the latest defeat of a proposed Housing Commission

for Kalamazoo (l970). Mr. Morris pitched a tent and camped out in
Bronson Park (in downtown Kalamazoo) to "symbolically demonstrate Qny7
2

disgust with the Kalamazoo Community."

This symbolic jesture was

well-publicized in the Kalamazoo Gazette, with appropriate reference
made to Morris' position as Director.
In 1970. Morris was appointed to the Kalamazoo City Planning
Commission.

When the Commission prepared a proposal for a Step

ONE Rehabilitation Program from Housing and Urban Development, it
omitted the north side of Kalamazoo as one of its proposed target
areas.

Mr. Morris drafted a nine-page position paper to protest this

omission and demand the inclusion of the north side as an eligible target area.

3

To follow up on this demand, he filed a complaint with the

Michigan Civil Rights Commission and asked HUD to "decertify" Kalamazoo
Zj.

as a "workable program."

This threatened legal action helped produce

the development of C-DAC, the Citizen Development Advisory Committee
to satisfy the HUD citizen participation requirement (which was, in

________ , "Morris Endorses Caucus." Kalamazoo Ledger. (July 19,
1969).
2

________ , "Protestor Camps Out in Bronson Park." Kalamazoo
Gazette. Vol. 137» Wo. 150 (March 19, 1970)• 21.
■^Todd, P. N., "Permissive Deterioration of North Side Charged."
Kalamazoo Gazette. Vol. 137. Wo. 190 (May 8, 1970). 3*
l±
Marlette, Mary, "City Accused of Civil Rights Violations."
Kalamazoo Gazette. Vol. 137. Wo. 25 (Wovember 14, 1969 ). 1.
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turn, criticized by Morris as "ineffective").'*'
Because of this high profile role, Mr. Morris was often on the
receiving end as well.

The criticisms of city and county commissioners

have already been considered.

One charge that was aired publicly

pertained to Morris' salary as exceeding that of most Kalamazoo
residents. 2 Reacting to statements that he3 "was overpaid, was not
doing [hi§7 job...and |wasj a fraud to the federal government." Morris
revealed his total family income (net taxable income was $11,048 which
included earnings by Mrs. Morris), and asked other city leaders to do
the same.
Morris was also accused of being a Black Panther by Gerald
Jamriska, former City Planning Director, whose remarks were published
in the local newspaper of the California city where he had moved.

Be

cause of this action, Jamriska, himself became an object of controversy.
When Mr. Morris threatened to start a libel suit, Jamriska offered an
apology and a retraction.

4

In his role as Executive Director, Mr. Morris not only posed
challenges to local institutions, but to his own Board of Directors
as well.

These differences and disagreements cam to a head during

^Thinnes, Tom, "Workable Program Outlook Brighter." Kalamazoo
Gazette. Vol. 137. No. 266 (July 13. 1970). A-7 .
2

________ , "Kal-Cap's Board Hits Dodge Talk." Kalamazoo Gazette.
Vol. 136, No. 179 (April 1 7 , 1969 ). 11.
3

________ , "Edmund Morris Tells Own Family's Income," Kalamazoo
Gazette. Vol. 136 . 62.
4

, "Morris Gets City Support." Kalamazoo Gazette. Vol. 137 ,
No. 246 (June 23, 1970). B-l.
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during the October (1970) Board meeting.

In a dispute over a By-law

interpretation, Morris^ broke into the debate:
"I've been sitting here trying to deal with the problem
of poverty while you (the board members) sit here nit
picking. ..I'm sick and tired of do-gooders who come here
and pretend to deal with the problems of poverty then
run back to suburbia. We have a tragic situation in this
county as relates to poverty...it is not black and white...
it is a problem of money, personnel programs and procedures."
The Board was then criticized by a number of spectators for not
raising the required local money and not doing its job.

This con

frontation resulted in more strained relations between the Board and
Mr. Morris, the eventual resignation of some of the Board members.

2

As suggested by the comments from this Board meeting, much of
Kal-Cap's difficulty has been attributed to the chronic shortage of
local matching funds.

This problem was compounded by the cutback in

0E0 funding from 9Qff° to 8 C% of the total CAA program for Program Year
"E." This is one reason given for the approximately $70,000 deficit
estimated for Kal-Cap by the end of Program Year "E" (August 3 1 , 1971).
Sensing that community and County Board reluctance to aid Kal-Cap might
be because of his controversial leadership,^ Mr. Moris tendered his
resignation in September of 1970.

Mr. Morris stated "This agency is

XSills, Arthur, "Poor Peonle Were Angry." Kalamazoo Gazette.
Vol. 137, No. 246 (June 23, 1970). 11.
2

This information is based on interviews with some of these former
board members.
3Commissioner Richard James said: "I do feel Ed Morris has become
a controversial figure. I think he is right, that it is tough for him
to get support of this Board for Kal-Cap."
Wicks, Lane, "Personality Evaluation?" Kalamazoo Gazette. Vol. 1 3 8 ,
No. 16 (November 5* 1970). B-l.
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of the principal developments that would be of interest to a political
scientist.

The events considered here, therefore, deal with conflict

situations - the factors leading up to them and their resolution.

Other

more routine developments such as what programs were implemented, who
started them and with what results have been purposely omitted.'

With

this background information, the goals and priorities of Kal-Cap, along
with the strategies devised to attain them, can now be analyzed.

^"See Appendix D for a listing of Kal-Cap Programs.

Reproduced with permission o f the copyright owner. Further reproduction prohibited without permission.

built on a personality...Somehow, somewhere I have made a management
and administrative mistake.

■1

The resignation was refused by the

Board of Directors and Mr. Morris has stayed on as Executive Director
to date.
These were some of the major confrontations involving the Execu
tive Director and are indications of the high degree of visability
which Morris' has assumed since his installation as Director.

Mr.

Morris had often been engaged in an advocacy role, ostensibly as a
"private citizen" but always with his identification as "Executive
Director of Kal-Cap." Thus, since Morris' arrival as the Director,
the history of Kal-Cap has largely been shaped by one man.
Kal-Cap today
Because of the continuing deficit situation during 1971, Kal-Cap
has devoted much of its energy to implementing stopgap measures to
relieve some of the fiscal pressure.

Most of these measures have been

staff related - a payless payday in March, no replacements for depart
ing personnel, and closing the Head Start program early are some of the
actions that have been taken.

These measures have led to a substantial

curtailment of Kal-Cap services and more fundamental questioning of KalCap 's worth to the community.^
This brief history is not designed to be a complete or author
itative narrative of Kal-Cap's development.

Instead, it offers some

1

Thinnes, Tom, "Morris Resigns as Kal-Cap Director." Kalamazoo
Gazette, Vol. 137 , No. 3^° (September 25, 1970). 1.
^These recent developments will be considered more thoroughly
later.
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of the principal developments that would "be of interest to a political
scientist.

The events considered here, therefore, deal with conflict

situations - the factors leading up to them and their resolution.

Other,

more routine developments such as what programs were implemented, who
started them and with what results have been purposely omitted.^ With
this background information, the goals and priorities of Kal-Cap, along
with the strategies devised to attain them, can now be analyzed.

'See Appendix D for a listing of Kal-Cap Programs,
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GOALS AND PRIORITIES OF KAL-CAP
Introduction

The "war on poverty" is unique as a social movement because it is
an attempt at planned and controlled community social change.

The

poverty intervention programs of the Office of Economic Opportunity are
supposed to "restructure those community social habits and standards
that account for the institutionalizing of a cycle of poverty."^

If

effective, this intervention based on "maximum feasible participation
of the poor" would reorder the social roles of the poor and redistri
bute power within the community.

As a result, existing "value orien

tation, role expectations, and group identifications"2 would be
challenged and possibly changed.
As the focal point of this 0E0 effort, the Community Action Program
offered "unprecedented opportunities" not only to the poor but also to
"students of the structure and dynamic processes of the community.”^
Brooks^ then listed the following reasons why research should be con
ducted on CAPS:
1. To inform the funding agent...as to the value being

i
Zurcher, Louis A., "The Leader and the Lost: A case study of
Indigenous Leadership in a Poverty Program Community Action Committee."
Genetic Psychology Monographs, LXXVI (August, 1967 ).
2ibid.
^Brooks, Michael P., "The Community Action Program as a Setting
for Applied Research." Journal of Social Issues. XXI, 1 (January, 196 5 )*
^loc. cit., 34
46
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received per dollar spent (the accounting function).
2.

To refine and improve the program
through a continuous feed hack of
the planning process; planning—
uation
» planning..., etc. (The

"being evaluated
its results to
action
» eval
feedback function).

3.

To make available to other interested communities,
whether involved in community action programs or not,
the results of the program being evaluated (the
dissemination function).

4.

To clarify, validate, disprove, modify, or otherwise
affect the body of theory from which the hypothesis
underlying the program were derived. (The theorybuilding function).^

As a dimension of evaluation, Brooks2 differentiated between pro
gram -product - "the measurable changes (or lack thereof) which occur,
as a result of the community action program, in the data which describe
the concomitants of poverty (low income, unemployment, inadequate
housing, etc.), as well as in the data on values, aspirations, etc.,
of the impoverished"- and program process, the "largely nonquantitative social and political aspect of the community action program which
contributes to the degree of success it attains."

Another dimension

cross-cutting this type of analysis is the "level of evaluation': "3
(l) the individual programs constituting parts of the CAP (such as the
preschool and legal services programs, etc.); (2 ) the overall impact
While these functions are largely self-explanatory, Brooks
elaborated that theory-building is "a means of making knowledge
cumulative and intersubjective. He then went on to find fault with
the community action program because "community action has been under
taken in a theoritical vacuum; its prosecutors have acted in complete
ignorance of the results of similar programs carried out elsewhere."
ibid.

2
loc. cit., 3 5 .
3ibid.
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of a single community action agency in its entirety on the local
community; and (3 ) the aggregate effect of the total war

on poverty.

Most of the myriad hooks and essays written about the Community
Action Program emphasize either a particular national emphasis program
or the impact of the war on poverty from a broad, national perspective.
This study is, instead, concerned with the operation and effect of a
single CAA-KAL-CAP— and has utilized a program process (qualitative)
methodology.

Because Kal-Cap is a specific community action program

serving a particular community, the generality of this study is neces
sarily limited.

It is assumed however, that parallel situations and

experiences can be drawn, and that any hypothesis generated in this
study may be applied to other local CAA, and rigouously tested.
Review of the Literature
Only a few case studies have been done to date in this manner.
The most important of these are:

Participation of the Poor, by

Ralph M. Kramer, Clients or Constituents, by Neil Gilbert, and
Poverty Warriors. by Louis A. Zurcher.
As the title implies, Kramer's study concentrates on participation
of the poor, and in particular, the consequences of this participation
for five CAP agencies in the San Francisco Bay area.

As in this

study, Kramer recognizes two differing orientations toward the cause
of poverty, (individual deficiencies of the poor and powerlessness of
the poor), and then describes the organizational strategies devised
to respectively correct each one— social servies and social action.
The author then considers how these broad strategies have been
applied by the five Bay area CAAs to four different modes of resident
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participation: policy-making (what role the poor would assume on
GAP governing hoards), program development (now the poor would parti
cipate as social service consumers), social action (what kind of
political constituency was presented hy target ares people), and
employment in CAP (how the poor were hired as staff members).^"
The methodology employed by Kramer and his associates is essen
tially the same as that used in this study.
difference is one of emphasis.

The only substantial

Instead of relying on respondent and

informative interviews for gathering most of the data, Kramer concen
trated on direct observation by monitoring hundreds of meetings.

He

filled in missing information with interviews and document analysis.
Prom this data Kramer did a case study on each of the five CAAs, and
then concluded with a comparative analysis of how these agencies
implemented participation of the poor.
In his case study on the Pittsburgh Community Action Program,
Gilbert crystallized one major objective of the anti-poverty movement
as the "democratization of social welfare through increasing the influ
ence of poor people upon the institutions that serve them (by) transforming clients into constituents." The purpose of his-' study was to
"describe and explain the social forces and relationships that shaped
this effort." To accomplish this goal, Gilbert focused on six elements

Those brief synopses introduce only the purpose and method used
in these similar case studies. Their findings will be considered in
the concluding chapter.
2
Gilbert, op. cit., x.

\bid.
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of the Pittsburgh antipoverty program and their interactions:-' organ
izational structure, strategy for change," professional leadership,
solidarity, opposition, and goal achievement.

Like the other studies

reviewed here, the author was particularly interested in the ambiguity
surrounding the "maximum feasible participation of the poor" clause
and how the Pittsburgh program interpreted and operationalized this
requirement.
Gilbert also used a qualitiative methodological approach to collect
his data.

He placed equal emphasis on participant observation and

survey questionnaires which provided information concerning attitudes
and demographic characteristics of those involved.

To supplement this

data, program-related documents were also consulted.^
Zurcher and his associates did a case study of the "Topeka Office
of Economic Opportunity (T0E0). Emphasizing what Brooks called "pro
gram process," this study revealed the "maximum feasible participation"
experience of those involved-the agency staff, governing board, and
participating target area residents.

The methodology used in this

study is comparable to that used by Kramer and Gilbert.

Direct obser

vation and unstructured interviews supplied most of the data, while ■
written records were checked to clarify and verify this information.
As a means of presenting the data concerning goals and strate
gies of the Topeka agency, Zurcher used a theoretical model, called
the "Overlap Model," to describe the operation of this poverty intervention program.

According to Zurcher, this model was, in effect,

■^Gilbert's four main sources of written information were:
citizen evaluations., memoranda, minutes, and newspaper articles.
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incorporated into the Topeka CAP.

It stresses a program designed

"to work largely 'within the system'," as an organization funded by
the Office of Economic Opportunity, yet intended to bring together
disparate components of the community into a single program for
social change.'*' Eschewing conflict methods as potentially damaging,
the Overlap Model expects poor people to develop the ability to use
the "Establishment" through a gradual process of participation by
the poor as beneficiaries.

In the long run, "more enduring and stable

2

social change would be effected when the community action agency is
designed to serve as a "bridge" between the poor and non-poor in a
common fight against poverty.
This marginal positon between the poor and non-poor called for
by the Overlap model was reflected in the structure and intended
functions of the Topeka program.

Zurcher-^ conceptualized this marginal

position created to operationalize the goals and rationale of the Over4
lap model, "Functional Marginality." Zurcher demonstrated that the
TOEO occupied a postion of "middle ground," and was really a coali
tion intended to provide a transitional framework, in which a range
of different groups could contribute toward limited objectives, "that

^Zurcher, Poverty Warriors, op. cit., 1 3 .
loc. cit., 1 5 .
^loc. cit., 27.
^To demonstrate this "functionally marginal" or middle ground position,
the author quoted the Director of the agency as saying the "key words" for
the Topeka program were "Compromise, Communication, Negotiation, Cooper
ation, Evolution and Representative Democracy." Topeka Office of Economic
Opportunity. Annual Report for 1965-1966. Topeka, Kansas 11, loc. cit.,
26.
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to some extent serve£cl3 the goals of all participants. X As the author2
summarized:
"The TOEO was intended to encourage a coalition among repre
sentatives from different socio-economic levels of the
community, and intended to do so by assuming a position of
Functional Marginality amid those representatives."
Kal-Cap: Goals, Structure, Strategy
With some qualifications, the "Overlap Model" and "Functional
Marginality" aptly described the goals and structure of Kal-Cap.

The

organizational strategy used to achieve these goals within the existing
structure is the social service approach.
As previously stated, the general purpose of Kal-Cap is to "alle
viate poverty in Kalamazoo County." To accomplish this goal, Kal-Cap
functions as the coordinator of federally-funded antipoverty programs
within the County.

Reflecting the thinking and makeup of the original

sponsoring group, the Community Action Committee, emphasis was placed
on a broad coalitional approach spanning the entire Kalamazoo County
Community.

This cooperation effort was set forth in Kal-Cap's By-laws:^

The Kalamazoo County Community Action Program is
engaged, particularly, in the task of strengthening the
means and capacity for more effective self-help efforts
by the poor, individually and in organizations, through

loc. cit., 27. The author paraphrases Wilson and Bennett, to whom
he gives credit for their description of poverty-intervention organi
zations. Wilson, Charles E., and Bennett, Adriene S., "Participation
in Community Action Organizations: Some Theoretical Insights."
"Sociological Inquiry." XXXVII, 2 (Spring, 1968 ), 191-203.
2loc. cit., 27-28.
3

By-laws of the Kalamazoo County Community Action Program, Article
II, Section 2.
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which they can participate in the planning conduct and
evaluation of programs effecting their lives. Commun- ■
ity Action requires greater private, voluntary involve
ment hy which not only the poor hut also business,
labor, service agencies, and civic and religious
organizations are enabled to play their full role,
along with government, in contributing human and
financial resources to the solution of community prob
lems. Therefore, effective community action results
in the sharing of views and approaches among
the poor,
public, and private groups to clarify differences and
develop constructive solutions which broaden the common
commitment and strengthen the effectiveness of the
community attack oh poverty.
Ideally, the poor were to "use the system" by working with other
established socio-economic groups to solve the problems of the poor.
In this way, the poor would, become upwardly mobile economically and
socially, and eventually be coopted into the middle class.
Despite Kal-Cap*s
by many confrontations

rather controversial history which ismarked
and crises both within and outside the agency,

Kal-Cap has, like almost all CAAs, operated largely "within the
system."

Organizational maintenance occupies a high priority which

has the effect of limiting Kal-Cap's advocacy and community organiza
tional roles.

Most of Kal-Cap's energy and resources are expended

in the day-to-day operation of its component programs.

The role

of advocate for the poor is retained almost exclusively by the Execu
tive Director, seldom involving the board, staff, or the poor directly.
Given its federal source of funds and the increasing control exercised
by national, regional and state 0E0, Kal-Cap has had little choice but
to settle for efforts at more protracted social change through a
policy of general compromise with county government and other interest
groups.
In essence, Kal-Cap, like the Topeka CAA and many other local
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antipoverty programs, has assumed a position of "functional marginality," or one of middle ground between the poor and non-poor.

The

principal vehicle for the functional interaction between the poor and
non-poor is the Board of Directors.

It presently consists of thirty-

three members divided equally between representatives of county govern
ment, the poor, and community organizations.

This equal division of

the Kal-Cap board has remained unchanged since the board's inception,
despite a provision in the 1967 amendment allowing representatives of
the poor up to 51 per cent of the membership on the board.''' Instead
of giving the representatives of the poor this power to determine the
policy ostensibly affecting their own lives, for whatever the results,
those involved in Kal-Cap have opted to continue the coalition between
the poor and non-poor (county appointees and representatives of social
• ^.2
agencies)
The organizational strategy used by Kal-Cap to alleviate poverty
is the social services strategy.

On examination of Kal-Cap programs

both past and present will verify this observation.

For example, in

Program Year "C," Kal-Cap listed the following programs as being opera
tive: Rural Outreach, INTREFOL (the

"Intake, Referral, Followup"

Program delegated to Douglass Community Association), Family Planning
(delegated to Planned Parenthood Association of Kalamazoo, Inc.), North

"'"Rubin, Lillian B., "Maximum Feasible Participation: The Origins,
Implications, and Present Status." The Annals of the American Academy
of Political and Social Science. CCCLXXXV (September, 1969 ) 25*
2

Kal-Cap also assumes a functionally marginal, or intermediary
position in its referral role to other social services agencies on
behalf of the poor.
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Community Credit Union (a delegate agency) Head Start (Kalamazoo
Public Schools as the delegate agency), and the Dental Care Project
(delegated to the Kalamazoo County Health Department).-^
The following program year, Kal-Cap added a Housing Development
Program, Youth Program, Senior Citizens Program, and Emergency Food
and Medical Program.

All these programs were intended to rehabilitate

poor people by correcting certain deficiencies of individuals.

In

contrast, Kal-Cap has used the social action strategy only once.

This

strategy attempts to provide the poor with political influence through
the technique of community organization.

Ideally, the poor would

then have the opportunity to supply meaningful input into decisions
directly affecting them.

Kal-Cap's Community Development Project

during Program Year "B" was such an attempt.

Block clubs and a block

club council were organized in the north side target area of the city
of Kalamazoo.

These organizations lobbied for changes deemed to be

in their interest primarily before the City Commission.

Although

these clubs succeeded in accomplishing some of their goals, they were
not sufficiently strong to endure Kal-Cap's internal crisis created
partly by opposition to their operation, When Kal-Cap resumed opera
tion in April, 1968, the Community Development project was scrapped
in favor of a return to the social services orientation.

The block

clubs soon discontinued operation.
Kal-Cap has continued to depend on this social services strategy
•^Kal-Ca-p and the Community, an Interim Report - PYC.
See Appendix E.

13-20'.

Interview with Mrs. Carol (Davis) Sills, former director of
Community Development Project.
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to date.

An inspection of press releases, board minutes, remarks by

Kal-Cap spokesmen, and other Kal-Cap documents during program years
"C," "D," and "E" shows an almost exclusive concern of the agency for its
social services strategy.

Delivery of these services (such as pre-school

training, youth activities, housing development, manpower training,
provision of emergency food and medical services, etc.), and the re
habilitative success of these programs continue to bethe primary
concerns of Kalamazoo County's Community Action Program.
At present, Kal-Cap has a Program Account labeled "community
organization." This is misleading nomenclature.

Out of this account

(Program Account 08), Kal-Cap operates its "outreach" program, which,

in reality, is an intake-referral-followup function.

One staff member

stated that Kal-Cap's correct function was to wait for people to come
to the agency for help (the "intake" process) because the outreach
function-going into the community to identify, then solve problems-had
already been achieved.^

This idea that Kal-Cap would no longer be

engaged in community organization was also forwarded by the Executive
Director, Edmund P. Morris, during a staff meeting on May 28, 1971*
2

During this meeting, Mr. Morris

explained that Kal-Cap's version of

community organization was successful in that the agency had managed to
get other social service agencies, such as Cooperative Extension, to
provide outreach services of their own. Accordingly, Program Account

^Confidential interview with a staff member, April, 1971.
2

Remarks of Edmund R. Morris, Executive Director, at a staff
meeting, March 11, 1971.
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08 would not be funded for Program Year "F" commencing September 1,
1971.

1

calls

Mr. Morris,

community

2

however, is the first to admit that "what CAP

organization is not (real) community organization,

which requires money and the involvement and backing of an established
interest group.

"Real" community organization - the development of the

poor's capacity to acquire political influence over the decisions which
directly affect their lives-then, is generally not used by Kal-Cap as
a technique to alleviate poverty.
If Kal-Cap utilizes a social services strategy, how do the poor
participate in the operation of Kal-Cap? As members of the board of
directors composing one-third of its total membership, representatives
of the poor maintain a limited decision-making capacity.

The poor

also serve as program constituents for Head-Start in their role as
members of the Parent Advisory Councils.

The Vicksburg and Comstock

satelite centers also have representatives of the poor serving on the
advisory councils to both centers.

During July 19711 a buying club

council was formed to help run the coop's store (located at Kal-Cap)
and make some of the decisions affecting its operation.
The decision-making capacity of the poor in these areas is limited.
This point has been demonstrated at virtually all of the Board of
Directors' meetings since Kal-Cap's inception in the fall of 196$.

"^This position has recently been modified: Kal-Cap will have one
full-time outreach worker stationed in one of the target areas in the
City of Kalamazoo. From an interview with Mrs. Dorothy McClendon,
Central Center Coordinator. July 19, 19712

Remarks of Edmund R. Morris, Executive Director, at a staff
meeting, March 11, 1971*
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With only one-third membership, representatives of the poor^ on
the board of directors must seek accomodation with the other two cate
gories, thereby circumscribing their power.

The Parent Advisory

Councils do have effective power in selecting Head-Start staff and
deciding some policy matters-at each center.

However, as a national

emphasis program, the major decisions affecting Kal-Cap's Head-Start
Program are decided in Washington and channeled down to the local
program.2 The advisory council for Vicksburg, though well-intentioned,
is having trouble getting started and has been concerned primarily
with recreational activities for the area youth and senior citizens
in liew of other more ambitious projects.3 At present, it appears that
the buying club council*^ decisions will be minor in scope, affecting
only some day to day operational activities of the club.
In summary, with a few exceptions, participation of the poor in
the operation of Kalamazoo County's Community Action Program has been
limited to a client rather than a constituent relationship.

This form

of participation on the part of the poor is due primarily to the selection
^■It should be noted that 0E0 does not require representatives
of thepoor to be "poor" within the federal poverty guidelines. Only
one out of eleven representatives on the February Board membership
list could be classified as being officially poor. Although these
poverty guidelines are generally considered to be quite low, only
five or six of the Category B (low income) members could realistic
ally be considered economically poor.
^The effectiveness of the Parent Advisory Councils is also limit
ed because the parents can only participate the one year their child
is enrolled in the Head-Start Program. Consequently, no real con
tinuity is possible under this present arrangement.
3confidential interview with a staff member, May 1971•
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of a social services rather than a social action organizational strat
egy.

The implications of this choice of strategies will be explored

in the next two chapters.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

PERCEPTION OF PROBLEMS BY KAL-CAP PARTICIPANTS
By adopting a position of "functional marginality" between the
poor and non-poor, federal government and local community, and between
social service agencies and their clients, Kal-Cap is required to
maintain a difficult position of compromise.

In confomity with the

"Overlap Model," occupation of this middle ground by Kal-Cap has re
sulted in an ambiguity of role and goal definition which detracts from
any concerted effort toward the alleviation of poverty in Kalamazoo
County.
Because of the varying expectations and priorities of these differ
ent quarters, Kal-Cap finds itself in the untenable position of trying
to be "all things to all people" and, therefore, not able to fully
satisfy anyone.

These problems created by Kal-Cap's attempts to sat

isfy disparate interests from its middle ground position have also
been Internalized, resulting in a substantial degree of intra-agency
conflict between Kal-Cap's three major components - the administration,
general staff, and the Board of Directors.

Since this conflict may

adversely affect overall agency performance, examination of the varying
perceptions of the participants regarding purposes, problems, and per
formance will provide information essential for evaluating the perform
ance of Kal-Cap and identifying the problems which confront it.
Accordingly, the purpose of this chapter is to present the pertin
ent results of the respondent interviews given to Kal-Cap participants.
Special emphasis is placed on the participants' evaluation of the
social services organizational strategy selected to achieve agency
60
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objectives.

To organize the data, the answers to three basic

questions are included:

(l) What is the purpose of Kal-Cap?

are the problems facing Kal-Cap?

(3)

(2 ) What

What causes those problems?

This data will then be analyzed in the following chapter to help supply
relevant hypotheses that may be used to develop a substantive theory
concerning agency performance.

The views of the participants of the

major components will be considered in the following order-administration, staff, and then the Board of Directors.
Administration
The administration of Kal-Cap is Edmund R. Morris,^ the Executive
Director.

Almost without exception, he makes all of the major (and

many of the minor) decisions affecting the job as executive director
is "simply seeing that the policies of the Board /of Directors/ are
carried out." And this done through "the giving of guidance and direc
tion-supervision to the program staff" - and seeing that these policies
are carried out. Mr. Morris^ adds:
"It's also my job to mobilize potential resources,
identify these resources, bring them to the attention
of the Board and (determine who) should go out and
get them. There are certain resources that the staff
can best mobilize. It's my responsibility...to con
stantly assess what the needs of the poor are in the
community and develop ideas for dealing with those
needs and problems."
In assessing his performance as executive director, Mr. Morris
states that he has not been able to effectively perform his job for a
number of reasons.

Among these are many staff-related problems.

The

^Interview with Edmund R. Morris, May, 1971 ■
^ibid.
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most important of these is the difficulty of getting and keeping
competent staff personnel.^" Like most CAAs, Kal-Cap is not com
petitive in either the salaries or the fringe benefits it provides.
The complexity of the problem of poverty, and the sensitive nature
of the work make this a difficult and taxing job. Compounding

these

problems, Morris notes the staff is undermanned because of aserious
cash-flow deficit, and it is undertrained because the needs of KalCap's clients are immediate and time simply cannot be taken to adequately train the staff.

For these reasons, Morris stated, "I am

just simply not hiring any more people here who do not have the
qualifications that are needed."
Although Mr. Morris views the staff-oriented limitations as severe,
he places special emphasis on this problems with the board.

3

He

states

"With the exception of seven people as far as I'm con
cerned I don't have a Board...For the most part, most
of the people who come on this board., the only reason
they come on is because once in their lifetimethey're
going to get their name in the paper. That isthe
only reason that I can see because they make that first
meeting and cease to function thereafter."
4
Recognizing the policy-making prerogative of the Board, Morris
critizes the Board for not doing its job:
"My Board members are not policy-makers. It's a big
joke. I make the damn policies around here and adminintrate. Why? Out of necessity. It's either do that

^ibid.
2ibid.
•^ibid.
ibid.
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or sit here on a daily "basis...and do nothing, and
then he rightfully criticized by the poor like all of
the other directors here have been for doing nothing
or get the hell out of here."
Morris^ attributes the Board's inabliity to set policy to a basic
unfamiliarty with the community action program caused by the Board
members' refusal to take the time to learn their role.

He claimed,

"they won't come to training, they won't read materials."
A tangential problem is the Board's size.

A thrity-three member

board is, according to Mr. Morris^ too large to function effectively.
Adding to this problem is the even distribution between three different
sub-groups-representatives of the county, the poor, and other social
service agencies.

It is therefore, difficult to gain a consensus from

the board, especially since most representatives selected by the County
Board of Commissioners are often hostile toward Kal-Cap.

As Mr. Morris^

summarized, "Some of the biggest critics of this CAP (are on) the damn
Board of Directors, and in my judgement they should be impeached.
Another problem affecting Kal-Cap's performance is the difficulty
of being accepted by a basically conservative community.

As the elected

representatives of that community, the County Board of Commissioners
have often been the target of criticism by Kal-Cap's Executive Director.
A frequent complaint of Morris-^ is that the Board's priorities don't

libid. The "materials mentioned by Mr. Morris refer to the Volumnous literature from 0E0 and the memoranda pertaining to Kal-Cap period
ically sent to each board member in undigested form.

.

^ibid

3ibid.

Ll
ibid.
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relate to human services.

"They're more concerned, about dogs.

a look at the dog catcher's budget.

Take

The dog catcher for this lousy

county has a budget as big as this GAP has."
Another problem that Morris sees facing Kal-Cap is the problem of
inter-agency rivalry:

"...everybody seems to fight for who's going to

serve poor people and consequently nobody ever ends up serving the poor."
This is mainfested by the charge that Kal-Cap duplicates services already
provided by existing social services agencies.

This inter-agency rivalry

provides one of the biggest stumbling blocks to the coordination function
ascribed to Kal-Cap.
According to Mr. Morris, another adaptive problem confronting KalCap is the community’s image of Kal-Cap as a black agency serving blacks
only.

Mr. Morris sees this image as impairing community acceptance of

Kal-Cap, especially in the rural areas outside of the City of Kalamazoo.
Executive Director Morris is also critical of 0E0, finding it to
be the source of many of Kal-Cap's problems. Specifically, Morris
finds fault with the special emphasis or "packaged" program which stifle
local initiative.

These programs are offered to CAAs on a "take it or

leave it basis" and seldom provide enough money to even begin to meet
the need.

He* cites the $11,499 allocated for a Senior Citizens' uro

gram, and $19,000 allotted for an Emergency Food and Medical Program
as examples of this 0E0 policy.

Mr. Morris thus faults not only the

local community but 0E0 as well for not providing sufficient money to
run Kal-Cap effectively.

As a related problem, Mr. Morris cites un

realistic directives and guidelines from 0E0 as indicative of a surfeit

"^Comments made by Mr. Morris at a staff meeting, May 29. 1971*
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of communication "down to the local CAPs with little corresponding
information being channeled "up" to regional and national 0E0.
One result of OEO's packaged programs is that the agency is
spread too thin in trying to provide the necessary services to Kalamazoo
County residents.

This is one of the reasons Morris"*" cited for his

recommendation that the Outreach Department be eliminated for Program
Year "F." Mr. Morris explained that Kal-Cap had only $59)000 budgeted
to service the whole county for one full year with about 20 per cent of
that money needed for transportation.

2

As Morris summarized,.we

were just spinning our wheels and not doing a damn thing with it (the
Outreach Department)."
On the other side of the ledger, Mr. Morris sees some rather signi•3

ficant accomplishments for Kal-Cap.

He

stated that for the first time,

the poor can trust a social service agency, they can "feel there is
something that is theirs...that they can come here when they need help."
If.
A second accomplishment he lists is the extension of Kal-Cap ser
vices to rural areas.

This is indicative of a general focusing of

attention on the "other America" in Kalamazoo County that Kal-Cap has
achieved.

For example, no longer do some township supervisors claim

"*"Mr. Morris also has stated publicly on many occasions that another
reason Outreach is being discontinued is that one of its purposes has been
served - other social service agencies have followed Kal-Cap's lead and
now provide "outreach" (literally, going "out" from the agencies to "reach"
clients in their neighborhood). He gave Coop Extension, the Health
Department and the public schools as examples of this trend.
2

Interview with Edmund R. Morris, May, 1971•

■^ibid.
k
ibid.
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there are no poor people living in their township, according to Morris.
Finally, Kal-Cap has won recognition as a viable institution from
other agencies in the community who must deal with Kal-Cap accordingly.
In addition, Kal-Cap has helped local government recognize their res
ponsibility of helping the poor. (Mr. Morris-*- admitted that very few
local governments put money into their local antipoverty programs, and
that the $20,000 per year contribution of the County Board was a
"major breakthrough").

Kal-Cap, then, has helped local institutions

change to be responsive to the needs of the poor.
Although Mr. Morris can point to some positive aspects of Kal-Cap,
he still recognizes the existence of many problems which impede Kal-Cap's
progress.

In summary form, the major problems cited by Morris are:

lack of adequate funding, staff competency and rate of turnover, insuffi
cient board participation, and restrictive 0E0 policy.

Because of his

influence as executive director, the staff members share many of his
views.

However, their perception of the problems facing Kal-Cap do

differ in many respects and will now be considered.
Staff
As may be expected, the large number of people on the Kal-Cap staff
with their diversified backgrounds provides a wide variance of opinion
regarding the performance of Kal-Cap.2 Nevertheless, some definite
*ibid.
2
The following data are compiled from interviews given to Kal-Cap
Staff and board members between March, 1971 and. June, 1971* Because
anonymity was promised each respondent no direct accreditation will be
supplied. See the Bibliography for a list of those people interviewed.
See Appendix G for the results of the interviews that could be quantified.
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trends are distinguishable.

Almost all the staff members interviewed

mentioned "alleviation of poverty" as an answer to the question, "What
is the purpose of Kal-Cap." When asked the followup question, "How
should this purpose be achieved?" their answers varied.

Many advocated.',

the production of some kind of change within the local community through
the organization of the poor, advocacy for the poor, or the publicizing
of problems confronting the poor to get the local community motivated.
Delineating its advocacy functions some staff members agreed with Mr.
Morris that one of the main reasons Kal-Cap is in business is to chall
enge the local traditional service institutions to reform their operat
ing procedures and generally improve their services to the poor.

On

the other hand, some of the staff emphasized services as either the
exclusive or primary purpose of Kal-Cap both the coordination of local
services, and the provision of direct services to help rehabilitate
the poor.
Although both the social action and social service organizational
strategies were emphasized as the type of strategy which should be
used by Kal-Cap to pursue its purpose, a substantial majority of those
interviewed favored community organization as the preferred approach.^Those who elaborated on their choice indicated that by community organ
ization, they meant some kind of active participation=by the poor, usu
ally involving at least some policy-making. The object of this active
A
Sixteen staff members favored community organization, four pre
ferred social services, and seven favored a combination of both. It
should be noted that those who indicated a preference for both approa
ches usually emphasized community organization as more important. See
A.ppendix G.
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participation is to require the poor to "help themselves," thereby
lessening their dependence on others as they acquire the ability and
the power to "make the decisions affecting their own lives."

The absence

of community organization strategy is for many of the staff personnel,
the greatest problem impacting the performance of Kal-Cap.

Thus, the

Kal-Cap staff appears to differ from the executive director in their
preference for a social action organizational strategy as opposed to the
social approach followed by Mr. Morris.
Evaluation of Kal-Cap Staff

Because of the very nature of this subject evaluation by the gen
eral staff and supervisory staff of themselves and each other - a good
deal of subjective judgment is necessarily involved.

Nevertheless, iden

tification of staff-related problems and their corresponding explana
tions by staff members provides much useful information about the per
formance of Kal-Cap.
One of the unresolved questions posed by the "maximum feasible par
ticipation of the poor requirement" is the degree of CAA employment
which shouldlbe allotted the poor, who generally start work with little
or no training or experience.
solution to this problem.

In a sense, there may be no satisfactory

As one staff member pointed out, qualified

personnel are needed "to get the job done."

However, another is equally

persuasive with her argument that poor people though untrained in the
operation of a large organization are still assets to Kal-Cap because
of their "sensitivity to the problems of the poor."

Most staff members

prefer staffing of Kal-Cap on the basis of both qualifications and need
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depending on the job positions in question.

1

Recognizing the need for

c

trained, experienced people in the supervisory staff position, these
staff members adher to the "up and out" principle which calls for onthe-job training for those in need of a job.
Though the ratio is changing to reflect an increasing emphasis on
qualifications, part of the Kal-Cap staff remains relatively inexper
ienced.

Because of the complexity of the antipoverty program and the

position of "marginal functionality" occupied by Kal-Cap in the Kalamazoo
County community (which finds the staff subject to many pressures from
.a variety of sources:

0E0, local government, the poor, other service

agencies), the job of these employees is made all the more difficult.
One result is that the work of the general staff is not always of the
highest caliber.
The staff sees its job primarily in terms of implementing Kal-Cap*s
programs.

It rates its own performance as only marginally e f f e c t i v e . 2

In addition to the reasons listed above, staff difficulties are attributed
to the supervisory staff's inability to provide the proper guidance and
direction.

It is claimed the supervisory personnel don't know just

what they're supposed to do within their job descriptions, and because
of this, they defer their leadership prerogatives to the Executive

-Five staff members felt hiring should be conducted according
to demonstrated need, four though qualifications should be the
criterion, while sixteen thought both should be employed, depending
on the position in question. See Appendix G.
2

Eight staff members evaluated the staff as effective, eight
thought it is ineffective, while ten said it was both depending on
the circumstances and the positions considered. See Appendix G.
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Director.
developed.

As a result, no clear-out lines of accountability have been
This alledgedly leads to internal disharmony, inefficiency,

and excessive dependence on the Executive Director.
This criticism of the supervisory staff reflects a problem of
internal administration.

While some blame them for lack of director

necessitating Morris' involvement in program supervision, others fault
the Executive Director for coopting the program director's supervisory
function and interceding too much in the day-to-day operation of the
agency.

Thus, while communication is channeled down, not up the organ

izational structure, accountability is required upward, and seldom down
to the staff.
Other factors adversely affecting the Kal-Cap staff, according
to many of the employees is the increased work load created by the con
tinuing vacancies on the staff.

In addition, real job training is

practically non-existent, and very little upward mobility is possible.
A lack of positive reimforcement from any source is listed by one of
the more experienced staff members as negatively affecting the staff's
overall performance.

All of these problems have contributed to a

widely recognized morale problem currently affecting the Kal-Cap staff.
Unless some major internal changes are made, this morale problem and
the concomitant marginal effectiveness of the staff will likely continue
Evaluation of Executive Leadership
Although Executive Director Morris, as previously mentioned, draws
criticism from the staff on his handling of the staff, he receives near
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unanimous support on the performance of his other duties.^- Most of the
staff respondents listed these functions as:

advocate for the poor,

public relations man for the agency, solicitor of national program
funds (and to some degree, local matching funds), and overall adminis
trator for the entire Kal-Cap program.

Morris draws praise for his

outspoken advocacy on the part of the poor, however, some caution that
his effectiveness within the county may be dissipating because of his
continuing controversial methods.
As a public relations man, the staff credits Mr. Morris with "en
larging community awareness" by identifying the needs of the poor and
pointing to Kal-Cap as the solution to their problems.

The staff's

only criticism (that of only a few people) in this regard is that the
Executive Director may have done his job too well since he serves as
the focal point of the agency for the media and often obscures Kal-Cap's
other participants and its programs.
As a writer of programs and a solicitor of 0E0 funds, the staff
finds Mr. Morris among the best of the CAP directors.

They attribute

this ability to his vast knowledge of 0E0 policy and procedure, and to
his persuasive personal manner of communicaiton.

Only his internal

agency staff policies detract from his performance as overall adminis
trator of the CAP in Kalamazoo County for most of the Kal-Cap staff.
While the responses cf the interviewers range from "not effective at
all" to "you won't find a better one (CAP director) in Michigan," a

Twelve staff members rated Morris as effective, eight think he
is effective, while eight though he can be both, depending on the
situation. All in this later category thought Morris was ineffective
in dealing with the staff. See Appendix G.
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majority of the staff respondents acknowledge that whatever successes
Kal-Cap has experienced in recent years, they are due primarily to the
efforts of the Executive Director.
Evaluation of community and Board of Directors
In response to the question "What do you think are two or three
of the most important problems facing Kal-Cap today?" the staff found
that insufficent funds, staffing problems, and lack of community support
were the most critical problems facing Kal Cap.'*' Since "insufficient
funds" actually refers to a lack of matching funds, the staff attributes
most of the -problems confronting Kal-Cap to the indifference and nonacceptance displayed by the people of Kalamazoo County.
were offered:

Two explanations

(l) the Kalamazoo Community is conservative by nature, and

distrusts or resents the imposition of a federally-funded program whose
purpose Is to "stir up the poor" and "cause trouble," and (2 ) despite
assurances to the contrary, traditional local social service agencies
are so jealous of their prerogatives and refuse to coordinate their
services with Kal-Cap.

As representatives of this community, the Board

of Directors is also subject to staff criticism.
Although only one member of the staff faulted the Board as a
"major problem," the staff rated the effectiveness of the board very
low when asked directly later during the interview.

Only three employ

ees thought the staff was effective while twenty rated the board as being

See Appendix 0 .
2

Three staff members found the board partially effective.
Appendix G.

See
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overall ineffective.

The staff is "basically in agreement with Mr.

Morris on this evaluation, and the reasons advanced by the staff
members mirror those of Mr. Morris.
The most vociferous critics question the participatory intent of
the board members, claiming that many are on the board only for the
publicity.

Other staff members who do not necessarily question the

motives of the board members still doubt the commitment of most of
the board members.

They feel that Kal-Cap is a low priority cause

for most of the board representatives and Kal-Cap suffers as a consequence.
As one individual expresses this sentiment, 'She board members] are a
bunch of social do-gooders doing their once-a-month thing."
In addition to the question of motive and intent, the board's
structure is singled out as creating a problem for Kal-Cap.

The staff

in general agrees with its executive director that the division of the
board into three equal groups does not permit the kind of consensus
needed to effect positive action.

More importantly, the poor are "out

numbered" and their interests are not effectively served because true
maximum participation of the poor is denied.

1

Some staff members also fault the board for not pursuing their
generally recognized function of setting policy.

Instead, Mr. Morris

must do the Board's work to ensure a functioning Community Action
Program for Kalamazoo County.

This deferment of responsibility is

attributed to the alleged lack of commitment and inability to master
the ever-changing 0E0 policies.

It should be noted that a few staff members favor the present
distribution as a means of retaining contact with key community insti
tutions, and as a viable method of tapping local resources.
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The members of the Kal-Cap staff and their Executive Director are
much in agreement in their condemnation of the Kal-Cap Board of
Directors and the community they represent.

The opinions and evalu

ations of the board will now in turn be considered.
Board of Directors

All thirty-three members of the Board of Directors listed on the
February roster were interviewed.

As might be expected, their answers

to the questions posed regarding the purpose of Kal-Cap and the problems
impeding its performance varied greatly.

More importantly, the board

members responses differ markedly from those of the administration and
staff, indicating a different perspective on these issues by many of
the board members.

The degree of difference between these subcompon

ents of Kal-Cap is substantial and may account for much of the internal
disharmony that has consistently plagued Kal-Cap through its brief
history.

This variance of opinion will become more apparent as the re

sponses of board members are presented.
Unlike the staff, few board members responded that the purpose of
Kal-Cap is to "alleviate poverty."

Instead, most members of the board

framed their answers in terms of "helping poor people," or "helping the
underprivileged."

When asked to elaborate on how this objective of Kal-

Cap could best be achieved, those respondents emphasized the provision
of services as the proper organizational strategy for Kal-Cap to follow,
especially the rehabilitative services needed to provide poor people
with the opportunity to better their lot.

The poor should be taught

to "help themselves" so as not to continue their dependence on Kal-Cap.
Accordingly, economic development is usually stressed as the key tool
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Kal-Cap should provide to the poor.

In addition, those hoard members

favoring the social services approach almost invariably emphasize
the importance of Kal-Cap coordinating its efforts with other agencies
by filling in service "gaps" so that no duplication of service will
lessen the total antipoverty effort in Kalamazoo County.
While most of the board members favor the social services approach
a few members prefer a social action organizational strategy.

These

individuals feel that community organization is the most valid and
appropriate method of correcting societal inequities which affect the
poor.

While employing the need for participation of the poor in decision

making and planning, these board members, nevertheless, recognize that
community organization ("CO") is difficult to do successfully.

One

board member stated that, "Poor people don't organize on their own.
It’s a big risk to challenge 'the system,' but it's something that will
1

have to be done."

Helping pose that challenge by providing the manpower and technique
needed to effectively organize the local poor is seen by this minority
of board members as Kal-Cap's proper role.

This role of organizer and

of advocate for the poor can lead to an inherent conflict between Kal2
Cap and the Kalamazoo Community.
While it is expected to actively
pursue the interests of the poor by prodding and challenging the community

^Confidential interview with a member of the Board of Directors.
In contradiction, another board member replied Kal-Cap should be con
cerned with referral to and provisions of social services because, "the
poor organize themselves, and (still) suffer the same experiences."
2
Evaluation of an individual Board member from a confidential
interview with same.
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and its institutions, Kal-Cap must depend on local matching funds
ostensibly amounting to twenty per centof its operating budget.
This problem has been exacerbated by the direction of Kal-Cap by a
controversial, executive director who may have alienated certain key
segments of the community.^ For these board members, then who favor
a social action approach, community organization is difficult to pro
duce but necessary to make any real progress in the fight against poverty.
In summation, the board differs from the staff and for different
reasons, agrees with the Executive Director in its preference for a
social action approach through community organization is not the best
way to "help the poor." As one member explains, "Power won't put money
in your pocket.

You only have power when it comes to voting (and)

voting has nothing to do with poverty." As another member elaborates,
"Poverty in almost total prosperity indicates an individual
problem-you can't help them collectively." These responses
and others similar to the indicate that a large portion of
the board view the causes of poverty from the perspective of
individual deficiencies. Correcting these shortcomings by
providing the necessary rehabilitative services is, therefore,
placed as Kal-Cap's number one priority.
Perception of Problems Facing Kal-Cap
Evaluation of the Staff
In line with its preference for the social services approach,

^See Chapter III.

These conclusions were offered by two board members.
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most of the hoard, members view the function of the staff simply
in terms of providing those services.

The reason for the fairly

general, limited response regarding staff function and performance
is an apparent lack of knowledge about the operation of the Kal-Cap
staff.

A total of seven board members had "no opinion" or "no
1
answers" regarding the staff.
Of those who did evaluate the
staff, many conditioned their answers on what little they knew
from what they had read or heard from secondary sources.

The board'

main source of information appears to be the Executive Director's
report during the monthly board meetings.

There is, then, little

or no direct contact between most board members and the staff.

2

Because of the relative unfamiliarity of the board concerning
the function and performance c£ the staff, little criticism is
offered.

A few board members cite the cash-flow problem as evidence

of former ineffectiveness on the part of the bookkeeping staff.
Others find fault with the clerical pool for errors of commission
and omission involving board correspondence.

The supervisory

staff is singled out by some as not being reliable, thereby forcing
Mr. Morris to do too much of the work.

One board member, citing

the recurring rift between the Heal-Start personnel and the rest
of the staff, finds a "lack of togetherness" impeding the staff's
performance. "The staff doesn't see themselves as an organization,
but [asj individuals. This detracts from their effectiveness."

See Appendix I.
2

While this is generally the case, it should be noted that a few
board members spend some time at Kal-Cap and know staff members per
sonally.
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This board member feels that most of the staff is more concerned
about their pay than the job they are doing, and is concerned
about this inversion of priorities.
Though critical of some aspects of the staff's performances
most board members are quick to point out that the members of'
the staff are continually subjected to pressures from varying
sources.

One source of pressure noted is that number of staff

personnel who come from poverty backgrounds and start work untrain
ed in job skills as well as unaccustomed to a large business opera
tion.

A lack of real job training and proper orientation to their

occupational responsibilities is a continuing problem which KalCap has not sufficiently dealt with according to some respondents
familiar with performance of the staff.
Considering these mitigating factors-lack of initial qualifi
cations, subjection to varied cross-pressures, the absence of
effective training-the board rates the staff's performance gener
ally as effective.*

Singled out for special praise by board

members from all three categories are the VISTA Volunteers.

These

respondents find the VISTAs, "have closer ties with the people than
the rest of the staff," and are "dedicated," and "doing a good job."
Overall, this general effectiveness attributed to the staff is
seen largely as a function of Mr. Morris' leadership.

Board assess

ment of that leadership will now be considered.

Eleven board members find the staff effective, six feel it
is ineffective, while nine think the staff can be either, depend
ing on the program or function in question. Six have "no opinion,"
and one gave no answer.
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Evaluation of the Executive Leadership

The Board sees the function of the Executive Director not only
in terms of providing direction to the staff, but also being respon
sible for the total Kal-Cap efforts.

He is charged with carrying

out the policies of the Board of Directors as well as monitoring
the agency's activities.

In addition, most board members agree

with a majority.of the staff that the Executive Director should
be a public relations- exponent, thereby satisfying the informational
requirements needed for good community relations.
Overall, the Board of Directors rates the performance of the
Executive Director as quite effective.

1

Evidence offered to back

up this Qontention are the progress of Kal-Cap ffrom nothing to
something" during Mr. Morris' reign, and the "staying power" of
the Director who has managed to retain his position much longer than
any of the other directors.

The reason advanced to account for his

effectiveness are usually of a personal nature.

"Charisma,"

aggressiveness, persuasiveness, deep conviction, and a strong
personality are all offered in explanation of the Director's
effectiveness.

In addition, Mr. Morris according to one board

member has done his homework on Kal-Cap and 0E0."

He uses this

^Eighteen:-board members indicate by their responses to the
questions "how effective has the Executive Director been?" that
Mr. Morris * overall performance of his job has been effective.
Two board members find him ineffective, while nine think he is
both effective and ineffective (those who elaborate usually
point to staff management as the job the Director is ineffective
in doing). Four members offer no opinion or no answer. See
Appendix I.
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knowledge and his position of influence well— Morris is thought to
be a "good politician." His knowledge of 0E0 programs is especially
useful in the procurement of federal funds for Kal-Cap.

Other

board members emphasize the Director’s depth of involvement, his
"feeling of unity with the poor." These respondents feel his pay
is not commensurate with the "many headaches" created by a generally
"thankless job." These observations are representative of the
rationales offered by board members to explain the performance of
the Executive Director.
On the debt side of the Board's evaluation ledger, some
members allege that some of the Executive Director's personal char
acteristics create problems for the smooth operation of Kal-Cap.
Mr. Morris is siad to be too sensitive to criticism, his reaction
to which often adversely affects the agency.
Mr. Morris too domineering.

A few others find

As one board member expressed this

attitude,"(The Director's} 'can't get along without me' attitude
is regrettable but may be true." Regarding the requirement of
procuring local funds, another board member feels that Mr. Morris
"may not be diplomatic" enough in his dealings with local funding
sources.

Although the respondent recognizes the good job of

administering the program by Mr. Morris, he thinks Morris is "too
outspoken," thereby alienating large segments of the community.
However, this board member is quick to add that many people on
the board would agree with Morris that the problem of strained
relations existing between Kal-Cap and key groups in the community
(notably funding groups, social service agencies, and local
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government) is principally the fault of the latter.
Concerning more substantive matters of performance, the board
uniformly agreed that Mr. Morris is demonstrably good at getting
OEO-funded programs for Kal-Cap.

However, some were not so sure

about the "followup" needed to ensure these programs were function
ing properly.

As one board member expressed this reservation, "We're

never told about how the program is functioning."
This problem of insufficient followup is related to a more
general criticism shared by many board members that insufficient
staff management has detracted from Kal-Cap's effectiveness. A
number of these board members specified the internal mishandling
of funds resulting in Kal-Cap's current financial crisis as the
principal example of this staff management problem.

Like the

general staff, the Board of Directors as a whole believe the main
problem facing Kal-Cap today is the lack of sufficient funds and
the resulting cashflow shortage. 1 Fiscal mismanagement is, there
fore, offered in explanation of this problem as well as the lack
of matching local funds.
Another staff-related problem as pointed out by one board
member who frequently visits Kal-Cap's office is the maintenance
of a system of direct reporting to the Executive Director from
the general staff and the requirement of authorization from the top
on most staff actions.

While recognizing the need to be informed,

Twenty-one members of the Board mentioned the funding
situation as one of the two or three most important problems
currently facing Kal-Cap. See Appendix I.
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given the Director's responsibility for the program,

this board

member thinks the prerogatives of the supervisory staff is thereby
undercut creating unclear lines of authority.

This situation not

only can promote tension between the supervisory staff and the
general staff, but also restricts the incentive of the former.
The result of this system is impaired performance on the part of
the staff.
Some members of the board are also critical of Mr. Morris for
not keeping the channels of communication with the Board open.

With

out the establishment of a proper working relationship between the
Executive Director and the Board of Directors, these members feel
the relationship of Kal-Cap objectives will continue to be inhibited.
However, many of these same board, members admit that this problem of
poor communication may be the fault of the Board as well as the Director.
This evaluation will be reviewed in the following section.
Evaluation of the Board
The Board of Directors are in general agreement that the proper
function of the Board is policy-making— making "almost all" the major
I
decisions required to keep Kal-Cap running.
Further, it is incumbent
on the Board to see that these policies are implemented, and that new
programs are developed, based on a continuous assessment of need.
Concerning its relationship with the community, one board member

^One board member stated that Kal-Cap is not needed and, therefore,
serves no useful function. Confidential interview with a member of the
Board of Directors.
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thinks the Board should "organize and motivate" the poor.

Others

limit this role to establishing a liason with the community for
the purposes of educating the people of Kalamazoo County to he
aware of the poor among them, and interpreting the goals and
functions of Kal-Cap to the total community (and in particicular.y
the institutions represented by the A and C category /board members/).
These board members, therefore, favor the tripartite board distri
bution as essential in order to maintain ties with the community
and win local approval.
However, this board arrangement does not satisfy all the board
members.

Those in opposition to the present structure agree with

many of the staff personnel by claiming this distributional arrange
ment is counter-productive in that there is too much variance between
segments of the board to permit a viable consensus of opinion and
action.

These board members find the poor are outnumbered by rep

resentatives of the county board and the social service institu
tions who often have similar interests.

This minority of repre

sentation is further complicated by possible intimidation of the B
members who do not articulate as well as the A and C representa
tives, and who have difficulty adapting to a "middle-class" form
of business meeting.
These board members who are critical of the present board dis
tribution are consistent in their preference for increased represen
tation for the poor within the limits permitted by the Green Amend
ment.^- They agree that "maximum participation of the poor" is not

The Green Amendment permits up to 51 per cent representation
on the governing board of a CAA by representatives of the poor.
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feasible with only one-third representation on the Board of
Directors.

However, in response to this line of questioning, other

members take the opposite position preferring to have skilled "pro
fessional people" retain their present decision-making capability.
As one member explains, the majority of poor people have short
comings such as a lack of education, background, opportunity, and
psychological stability for "whatever reason." He concludes, "the
poor don't have much to offer, not really." As can be expected, then,
board members offer a wide variety of opinion on this moot subject
of board distribution.
Distribution is not the only structural problem perceived by
board representatives.

One member feels, that, like the staff, the

board operates without clear-cut lines of authority and responsi
bility.

According to another member, "It's not known what is

expected of you." As a consequence of this structural deficiency,
the Executive Committee, with its "hand-picked members" loyal to
the Executive Director, is called upon to make many of the policies
and decisions affecting Kal-Cap.

The prerogative of the full board

is thereby circumvented.
Since the primary mode of participation for most board members
is the monthly board meeting, certain aspects of the conduct of
these regular meetings are singled out as being contributory to the
board's alleged ineffectiveness.

1

One member charged that the

Evaluation of the Board’s effectiveness is about evenly balanced.
Nine board members see the board as effective, while eleven believe it
is not effective. Seven think it can be both, depending on the function
in question, and seven register no opinion or no answer.
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By-laws and Robert's Rules of Order are used selectively to "steer"
the meeting.

Others complained about the presence of "stacked"

audiences during the more volatile board meetings when some board
members were "shouted down" trying to express their views.

How

ever, the problem mentioned most often was the domination of board
meetings by the Executive Director.

As a result of this cooptation,

many board members feel involved only to the degree of being a
"rubber stamp" for policies and actions set in advance by the
Director.

One reason offered for the minimal amount of participa

tion by part of the board then, is the lack of opportunity permitted
the board to determine its own course of action.
A general lack of commitment by the board is a response given
by virtually all the board members interviewed.

Like some staff

members, a few board members question the motives of some of the A
and C representatives.

In self-defense, some of these..members claim

that if they question the Director's inputs into the board meeting
either procedurally or substantively, they may then be labeled
anti-black or anti-poor or both.

In contrast, they find the B

representatives to be the "yes" men who "do not challenge what
they are told."
The service agency representatives of category C are also said
to be committed only to the point of monitoring Kal-Cap activities
to provide "feedback" to the agencies they represent.

The haphazard

selection processes used by these agencies, often consisting of a
simple drafting of a representative, are thought to be unconducive
to

provision of dedicated board members. This criticism of
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the representative selection process would also apply to category
A members as well.
As a demonstration of this lack of commitment, a number of
board members! cite that the total board's neglect or raising
the local funds needed to match the federal funds provided by 0E0.
These members point to the Tag Day of May 1, 1971* when -the staff
actively solicited funds, and the "payless payday" taken by the
staff during March to help ease the cash deficit, with no corresponding effort put forth by the Board.
Some board members object to this generally-accepted board
function of raising local matching funds.

One member states, "Our

purpose is not to drag in money but to set policy.

According to an

other, Kal-Cap is "begging and robbing people" to get enough money.
The Board won't raise money because of the ways the money is spent.3
Thus, the issue of board responsibility for raising local matching

This observation was made during the March 10, 19?1» board
meeting in addition to the board interviews. Minutes, board meet
ing of March 10 , 1971.
^During the April 14, 1971, Board Meeting, a decision was made
to form a committee consisting of all A representatives to help
solicit funds for Kal-Cap. Some local funding sources, such as
the Kalamazoo Foundation and the Upjohn Company were approached,
but by individual board members, not a complete committee. Min
utes, beard meeting of April 14, 1971.
-^This representative goes on to specify the controversial
purchase of office furniture during Program Year "E", and the
substantial amount of money - approximately $2 ,0 0 0 - needed to
repair the Director's car, as examples nonessential expenditures.
From a confidential interview with a board member.
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funds remains an unresolved issue.
In addition to a lack of commitment, another problem confront
ing the board is its lack of familiarity with the complex, dynamic
Community Action Program of 0E0.

This is attributed to a lack of

training* which, depending on the individual board member's per
spective, permits or requires cooptation of the Board's function
by the Executive Director,

As succinctly stated by a three-year

board veteran, "I'm not doing anything-I don't know what to do."
Other Factors
Those board members who posses more knowledge about the fed
eral war on poverty find "too many Inherent difficulties built
into the 0E0 mission which precludes basic agreement" concerning
its objectives.

For example, the goal of maximum feasible parti

cipation of the-poor is necessarily limited as more national em
phasis programs emanating from Washington are developed.

Many

board members are also generally critical of too many guidelines
that shift too often.

In short, for some board members, what start

ed out to be an innovative approach to combating the problems of
poverty has reverted to a bureaucratized dispenser of "band-aids."
Kal Cap also suffers because the Kalamazoo Community does not
provide it with sufficient support financial or otherwise.

The

board representatives who share this view believe that most people
l
■'■Some board members deny lack of training as a reason for
the board's unfamiliarity with CAP because they have had extend
ed training sessions of 26 and 40 hours. Instead, they claim the
wrong kind of training has been provided.
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in the county do not understand or do not want to understand what
Kal-Cap is all about.

88

This perceived lack of local support may

be one of the most critical problems which now confronts Kal-Cap.
Generation of support, especially the active support of the poor,
remains as one of Kal-Cap's biggest challenges.
Summary
This chapter has been concerned with an evaluation of KalCap by its participants-the administration, general staff, and Board
of Directors.
in the data:

The answers to three basic questions are included
(l) What is the purpose of Kal-Cap, (2 ) What are the -

problems facing Kal-Cap? (3 ) Why do they exist?
This data is important for two reasons;

First, it may help

open the channels of communication between the various partici
pants by informing the members of each subcomponent what the other
Kal-Cap participants perceive as the problems (and their causes)
confronting Kal-Cap.

Secondly, this data may provide ideas which

may be useful in developing hypotheses leading to theory about the
performance of Kal-Cap.
It should be noted that the opinions expressed in this chapter
do not necessarily reflect that of the author. These conclusions
and subsequent recommendations are, instead, the subject of the
last chapter.
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CONCLUSIONS AND RECOMMENDATIONS
The Kalamazoo County Community Action Program, Inc. is a federallyfunded poverty intervention agency ostensibly required to operate with
"maximum feasible participation of the poor." As the local arm of the
war on poverty, Kal-Cap has set its goal as the alleviation of poverty
in Kalamazoo County.

To achieve this objective, the decision-makers of

Kal-Cap have had a choice between the two broad organizational strate
gies previously considered— a social services approach and a social
action approach.

During the course of its brief history, Kal-Cap has

come full circle by starting out with a limited social service strategy,
then switching to a social action approach (the short-lived Community
Development Project), and finally reverting to its present service
emphasis.

With the adoption of this strategy by Kal-Cap, the poor

have been relegated almost exclusively to a role of clients for Kal-Cap
programs.
To help explain the operation of Kal-Cap, a conceptual tool, the
"Overlap Model"''' has been used.

This model stresses a coalitional

approach for social change by bringing different socioeconomic groups
within the community into a single program.

According to this model,

the poor would develop the capacity of use the system, and, with the
correction of certain individual deficiencies (lack of job training,
education, good health, etc.) be coopted into the middle class.

The

community action agency, then, serves as a "bridge" between the poor

"''See Chapter IV.
89
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and non-poor in their common objective of fighting poverty.
This marginal position described in the Overlap model between the
poor and non-poor has been conceptualized as "functional marginality."
This concept describes the position of "middle ground" Kal-Cap has
taken in an attempt to satisfy as many of the disparate demands made
on it as possible.

Despite the recurrence of vociferous oral advocacy,

usually in the form of criticism of various local institutions, Kal-Cap
has been ever mindful of its organizational maintenance requirements
and has always worked "within the system" seeking to establish a more
protracted and stable social change.

The organizational strategy employed

to effect this change is the social services approach.
The Overlap model accurately describes the goals and objectives
of Kal-Cap and the strategy devised to implement them.

In accordance

with this model, Kal-Cap should ideally be operating successfully,
realizing its stated goal of alleviating local poverty.

However,

from its inception, internal and external problems have plagued Kal-Cap
and have largely diluted any real achievement in its fight against
poverty.

In the previous chapter, these problems and their causes were

considered from the viewpoint of Kal-Cap’s participants.

These percep

tions were classified according to the major sub-components of the
agency: the Executive Director, the Staff, and the Beard of Directors.
The purpose of this chapter is to build on these ideas and perceptions,
and suggest a plausible theory regarding the performance of Kal-Cap.
As a conslusion, recommendations for change will be made which may
obviate some of these problems impacting Kal-Cap’s operation, and

^ibid.
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thereby improve its performance.
External Problems
0E0 funding
Chief among the "external" problems facing Kal-Cap is the Office
of Economic Opportunity funding which supports the agency.

Too little

money is over-extended in an attempt to combat poverty on a national
scale.

As a result, most CAAs are not provided with the necessary

funds required to meet their local goals.^

Although Kal-Cap has been

steadily increasing its total annual funding, it has also increased
the scope of its program content by initiating new

s e r v i c e s

Because

of this increase in services with their attendant increasing costs and
diffusion of the objectives, this expansion appears to be more signifi
cant on paper than in practice.

Simply stated, Kal-Cap does not have

enough money, federal or local,- to effectively treat the causes of
poverty in Kalamazoo County.
In addition to the funds received from 0E0, Kal-Cap also receives
money from other federal agencies.3 These funding sources are not
themselves well coordinated and present Kal-Cap with a number of con
flicting demands for program plans, financial and service reporting.

^Only about $^0.00 is provided by 0E0 for each poor person in
the country. Kershaw, op. cit. 6 3 .
^See Appendix D.
^The Department of Health, Education, and Welfare Funds the Head
Start Program, while the Department of Agriculture provides the money
for the Food Services Program. Kal-Cap Annual Report. 1970, 75-6.
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As has been previously stated, much of Kal-Cap's federal moneys are
earmarked for national emphasis programs.

The necessity of meeting

these program requirements limits Kal-Cap*s flexibility to use
these funds to meet the particular needs of the county.

Compounding

this funding problem is the local matching requirements presently set
at 80 per cent federal - 20 per cent local (in cash gr_ in kind contri
butions).

To acquire the various federal grants offered to Kal-Cap,

the agency must pledge the relevant local share having no assurance this
amount can ever be raised.

The assumption that this local share can be

met has not proved to be realistic and is one of the major factors
contibuting to Kal-Cap's cash deficit.^In addition to the funding problems mentioned above, the instatibility of funds created by the year-by-year refunding process mitigates
against effective program planning and program management.

2

As Rogers

explains:
"Delays and uncertainties in funding are constant source
of tension among city antipoverty officials. They have
hampered planning to such a point that programs were some
times doomed to failure before they began. Aside from
having to get staff and programs together fast, limited
planning, induced by funding uncertainties, also throws
the clients into confusion and loss of confidence in the
reliability of the entire undertaking. The negative

The amount of this deficit usually ranges from $70,000 to $77,000,
coinciding with the line item, "Excess of expenditures over revenue re
completed programs (7 7 ,830 ) in the financial statement of August 3 1 , 1970
(the end of PYD). However, former fiscal officer, Kim Burkey, explained
that the actual fund deficit for this date was $27,584. See Report on
Financial Statements. Year Ended August 31. 1970. Seidman and Seidman,
CAP, Kalamazoo, Michigan.
2

Rogers, David, Interest Groups, Coalitions, and Antipoverty Programs
in Inner Cities. Unpublished thesis, April, 1969 .
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effects of the funding uncertainties continue, then, to
ramify cut to the community. Programs started in such
a rushed way will not he administered very efficiently
and will not help many clients."
Funding for one year at a time also substantially limits proper
evaluation of ongoing programs to determine what changes should be
made.

Consequently, Kal-Cap and most other community action agencies

are forced to submit essentially the same proposals as the previous
year.

Inefficiencies, repetition of past mistakes, and waste are

thus directly promoted by federal funding procedure.
0E0 not only limits Kal-Cap's flexibility by the establishment of
national emphasis programs and specified grants, it also imposes much
direction from the top through the promulgation of extensive 0E0 "guide
lines." These directives limit the degree of latitude given Kal-Cap
in making decisions.

Overall, the excessive controls implemented by

0E0 appears to stifle much of the local initiative that Kal-Cap or any
other CAA might offer, thereby denying one of its principal goals— the
creation and "spinning off" of innovative programs.
Community relations
Another source of external problems is the general lack of support
displayed by the Kalamazoo County community.

While some people in the

county are either in favor of or opposed to Kal-Cap’s existence, most
of the local citizenry appear to be indifferent, not only toward KalCap but to the general problem of poverty as well.

Although Harold Becker and Martha Warfield found a basically positive
attitude toward Kal-Cap from clients and other citizens alike, this survey
provides for only an attitudinal response and did not test for a supportive
response.
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One reason for this lack of support is the continuing black
image attributed to Kal-Cap by the mostly white local community.

The

predominantly black staff and board leaders are given a good deal of
exposure in the local media.

In addition, the initial priority target

area was the north side of Kalamazoo inhabited primarily by blacks.
Underlying this black image of Kal-Cap is the strong national identi
fication of the poverty program as a black program because of its
emphasis on urban areas where most poor blacks are found (whereas, most
poor whites are found in rural areas).

The race issue, then, continues

to complicate the problem of poverty, and this is readily apparent in
the Kalamazoo community as well.
Another factor contributing to the lack of local support is the
non-cooperation exhibited by the more traditional social services agen
cies.

With the introduction and continuing dominance of 0E0 national

emphasis programs, Kal-Cap has become a competitor with these already
existing agencies.

Citing the undesirable possibility of "duplication,"

these agencies have resisted Kal-Cap initiatives into their service
areas. As a consequence of this development, Kal-Cap's inter-agency
coordination objective— one aspect of its "functionally marginal"
position— has not been realized.
These two problemuareas— 0E0 funding procedures and local comm
unity relations— are major obstacles for Kal-Cap,

However, the most

difficult problems impeding the operation of the agency are internal
in nature.

These problem-':areas will now be considered.
Internal Problems

As suggested by the responses of its participants (Chapter V),
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Kal-Cap has developed many intra-agency problems which operate to impact
its performance.

These problems are presented here in five major

areas: fiscal control, organizational structure, agency linkages,
Board participation, and executive leadership.

It should be noted

that these problem areas are systemically related, thereby compli
cating any attempted amelioration of these problems.

As a conclusion

to this section, the functioning of the "Overlap Model" will be
considered.
Fiscal control
Kal-Cap has encountered fiscal problems throughout its history,
culminating in a cash deficit for Program Year "E" of $27,58^.

Accord

ing to Seidman and Seidman^, the Certified Public Accountants who com
pleted the most recent audit of the Kalamazoo Community Action Program,
the reason given for these shortcomings "was the weaknesses of the
personnel working in the accounting department." They continued:
"We had reviewed with you the fact that bank reconcilia
tions were not prepared, in-kind contributions were not
documented and kept current, invoices were being paid
without proof of receiving the merchandise, and expen
ditures made were not covered by the budget.'
Seidman and Seidman went on to report that the solution to the problem
was "the hiring

of a Qualified accountant," Mr. Kim Burkey, who was

instituting the proper corrective accounting procedures.-^

1Letter from Seidman and Seidmen, Certified Public Accountants,
to the Board of Directors, March 24, 1971•
^ibid.
3ibid. Mr. Burkey has since resigned his position, citing unaccept
able accounting directives and too much political involvement as the
principal reasons for his resignation. Telephone interview, May 27, 1971.
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In addition to the personnel weaknesses, particular accounting
procedures have contributed to Kal-Cap’s fiscal difficulties.
Indiscriminate transfers between line items within program budgets
and between program accounts have led to the creation of one big res
ervoir of Kal-Cap money which makes'.it difficult to establish budgetary
controls.

While limited transfers are permitted by 0E0, Kal-Cap has

effected these transfers in such a way so as to obfuscate the dollar
amounts allotted to each program.

One result of this procedure is

that individual program directors are not provided with copies of their
program budgets.

Consequently, they cannot be held accountable since

they must surrender monetary control to the executive administration,
which makes all the fiscal decisions affecting Kal-Cap.
One related problem adding substantially to the existing cash
deficit is the tendency for Kal-Cap authorities to make non-essential
expenditures.

The controversial purchase of a large amount of office

furniture,ithe repair of the Executive Director's car (approximately
$2,000), the extensive remodeling of Kal-Cap's South Burdick office,
the attempted repair of Kal-Cap vehicles (many of which are beyond
repair), the hiring of the SPA-REDCCA- consulting firm (which produced
no tangible results), and the excessive amount of materials reproduced
by xeroxing are all examples of this tendency.

The determination of

"non-essential expenditures" is necessarily a value judgment.

However,

^SPA-REDCO is a firm specializing in low income housing hired as a
consultant for Kal-Cap in 19?0. Since this company was used to working
with large unit developments, (a minimum of 200 munits), this potential
developer did not meet the more limited needs of Kalamazoo. Interview
with Board and Staff members, and documents found in KACC Kal-Cap File,
Volume V.
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because these and other similar expenditures cannot be construed to
assist in the alleviation of poverty, the burden of proof should rest
with those responsible for making these decisions.

Simply stated,

it appears that alllthat Kal-Cap money should not have been spent
for these purposes, or, with the eventual realization of the cash
deficit situation,..should not have been spent at all.
Organizational structure
Organizationally, Kal-Cap does not show ailogical connection among
its various programs.^

Compounding this problem, the table of organiza

tion shows many programs that are.;either not operational or important
enough to warrant maintenance of a distinct department.

Consequently,

the pattern of interaction within the agency is not well defined.
A more important problem impacting the agency’s performance is the
present board structure.

The tripartite distribution between county

representatives, agency representatives, and representatives of the poor
in reality causes an under-representation for the poor because of the
similarities in objectives and strategies espoused by the category A
and C members.

Thus, the primary objective of "maximum feasible parti

cipation of the poor" is severly limited, and the poor are unable to
effectively participate as constituents in the decision-making process.
Agency linkages
Probably the most important problem area affecting Kal-Cap perfor
mance (which also directly affects the other problem areas) is in the
area of intra-agency coordination and communication— the linkages between
■^See Appendix A.
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subcomponents.

Much of the latent tension existing between partici

pants in the three subcomponents may be traced to fundamental philosophical
differences.

As noted in chapter V, most board members explain poverty

in terms of individual deficiencies which should be corrected by pro
viding the poor with corrective services.

On the other hand, most

staff members identify systemic and institutional faults existing within
society as the cause of poverty.

They favor changing "the system" by

giving the poor the requisite power needed through community organiza
tion as the most effective way to alleviating poverty conditions.

The

executive administration in the person of Mr. Morris has consistently
stressed provision of services along with advocacy for the poor as the
propert strategy to be followed by Kal-Cap.

However, this emphasis on

social services may be attributed more to the director's pragmatic
analysis of what organizational strategy will be funded by 0E0 and
accepted in Kalamazoo County, than to his personal preference.

In

essence, there is a lack of consensus on Kal-Cap's purpose and the
strategy it should employ to achieve its goals.

These fundamental

differences are largely responsible for the sharp disagreements between
participants, past and present, and thereby detract from the unity of
effort needed to attack the vast, complex problem of poverty.
The negative efforts of this divergence of opinion is complicated
by serious problems of linkage between subcomponents.

As noted before,

communications between the executive administration and general staff
is, in reality, one-way communication.

Directives are channeled down

to the staff with very little feedback forthcoming.

In addition to

this imbalance in communication, many staff members are not provided
with clearly-defined job descriptions.

The absence of clearcut lines
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of authority and responsibility (due primarily to the cooptation of
supervisory roles by the executive administration) is exacerbated
by frequently changing, poorly defined administrative procedures.
All of these factors have contributed to an underlying morale problem
which requires an excessive amount of time spent in personnelimanagement to not only boost morale, but also to arbitrate personnel conflicts
which result from this ambiguity of role definition and lack of distinct
lines of authority.
Whereas it may be said that the staff-director linkage suffers from
one-way communciation, the linkage between the general staff and the
board is practically non-existent.

This fact is readily apparent

in the results of the interviews given and other extraneous comments
made during this investigation.

Except for a few board members who

visit Kal-Cap during working hours, and a corresponding few staff
members who attend some board meetings (often in an adversary role)
virtually no contact between these two subcomponents exists.

To fill

this void, both groups must rely on the logical liasion, the Executive
Director, to provide mutual information and communication.

This

reliance on Mr. Morris not only places an additional burden on him,
it also may lead to misunderstandings between the staff and board.
Thus, for most board and staff members, their participation in the
operations of Kal-Cap is done in almost complete isolation of the other.
As previously discussed, the communication between the board and
executive director has, since the arrival of Mr. Morris in 1968, been
marked by harsh words and sharp disagreements.

At the center of this

intermittent dispute is an unresolved basic issue: Should the inability
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of the Board of Directors to take an active leadership role in making
decisions affecting Kal-Cap be attributed to a lack commitment on
behalf of the board, or to the cooptation of board prerogative and
function by Mr. Morris?

The data gathered for this exploratory study

suggest that both explanations should be included in response to this
question.

These problem areas will be considered separately.

Board •participation
As noted in Chapter V, practically all of the board members admitted
that the total board suffered from a general lack of commitment to active
participation in Kal-Cap.
of this disinterest:

A number of reasons were given in explanation

ursurpation of board responsibility by Mr. Morris,

inadequate orientation into the complexities of the 0E0 Community Action
Program, the competition for the individuals1 time and effort from their
other interests, and a basic distrust of the motives of some board
members.

For whatever reasons, lack of commitment appears to be a gen

uine problem which Kal-Cap must resolve.
in attendance,

1

Despite a definite improvement

the Board continues to provide little initiative in

the area of decision-making.

This is due partly to a basic unfamilarity

with the vast 0E0 guidelines which necessitates a great deal of depen
dence on the Executive Director whose job requires acquaintence with
0E0 regulations.

And as charged by many of the board members, this

inability by the total board to assume their prerogatives is also a
result of the Executive Director's cooptation of its duties.

His

^Unlike former Program Years, lack of a quorum has precluded an
official meeting of the Board of Directors only once in Program Year
"E." A quorum is 51 per cent of the active membership.
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dominance and direction at the monthly hoard meetings and various
committee meetings is obvious.

Mr. Morris is largely responsible

for setting the agenda, for :determining whether or not hoard action
is required on individual items of business, and for providing an in
ordinate share of the input into these meetings.

As a result, the Board

of Directors now functions primarily as a "rubber stamp" for the Executive Director's requests.
In defense of this involvement, Morris in turn, faults the board
for seeking membership primarily for publicity, and then limiting its
participation to "nit-picking."

This questioning of the motives of

many of the Individual board members appears difficult to sustain.

As

evidenced by the responses given during the respondent interviews, and
by the fact that individual recognition is seldom given to hoard members,
the basic motive for board membership appears to be a genuine concern
about the problem of poverty and a desire to do something about it.

How

ever, with some individual exceptions, participation in Kal-Cap has not
assumed a high priority for many board members, past and present, as
indicated by an extremely high rate of turnover.3 Faced with the

■^Field notes of board meetings, January, 1971 through June, ■1971.
Official minutes of these PYE meetings and previous program year meet
ings, and;-.notes on various committee meetings attended.
2

As an indication of this "automatic" approval, no dissenting votes
were cast against any motion made during the board meetings from January
through June, 1971.
3The best estimate for average length of service for individual
board members is approximately six months. However, the present Board
of Directors has a comparatively high degree of experience: Twenty
members have been on the board for more than one year.-. See Appendix I.
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frustrations of Kal-Cap participation perceived by many of the board
members (the continuing crises situations, personality conflicts,
inherent difficulties involved in establishing board initiative, and
general inability of Kal-Cap to make any real progress in combating
local poverty), these board members turn to other personal, business,
and charitable interests by either resigning themselves to a role of
passive involvement, or resigning outright.

Thus, the motives of the

board are well-intentioned, but are not matched by the degree of
commitment needed to confront these implicit frustrations and achieve
an active particaptory role as the policy-making body for Kal-Cap.
Executive leadership
Within the agency and throughout the Kalamazoo community, Edmund
Morris is identified as Kal-Cap.

Mr. Morris is involved and substan

tially affects virtually every aspect of Kal-Cap.

In his position as

Executive Director of the agency, Mr. Morris assumes the primary respon
sibility for the operation of Kal-Cap.

With this ultimate responsibility

in mind and because of the inadequacies he perceives in other participants,
he has interpreted his role so as to maximally extend his own participation
and control.

As a result, Mr. Morris has chosen to involve himself in

staff management from top to bottom, and policy-making in lieu of board
initiative.

Thus, as already mentioned, he tends to undercut and coopt

his supervisory staffpersonnel and the Board of Directors respectively.
Consequently, he has opted without successful challenge to assume
extensive internal direction of the agency in addition to his generallyrecognized duties of external liasion with 0E0 and the Kalamazoo community.
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Given the Urgency and complexity of this latter role, as well
as the extent of the demands arising from Kal-Cap's internal opera
tions, too much is now expected of the Executive Director.

The assump

tion of this dual role by Mr. Morris appears to be a primary source of
the tensions and concomitant low level of morale now existing among
many of the Kal-Cap participants.

In addition, the concentration of

responsibility and power within the executive leadership of one man
logically limits any concerted effort by Mr. Morris to achieve optimum
results from e ither role. Since this dual role of the director appears
to have a negative impact on Kal-Cap performance, a different management
arrangement is desirable.
Under the guidance of Edmund R. Morris, a paradox of Kal-Cap pro
gress is becoming apparent.

Practically everyone acquanted with the

agency, from Morris' most outspoken detractors, to his most loyal defend
ers, agree that the agency would not be where it is now without his leader
ship.

Indeed, a general consensus indicates that there would be no

Kalamazoo Community Action Program without Morris stepping in during a
most crucial juncture in its history to fill the position of Executive
Director.
view.

A review of the events of 1968“ tend to substantiate this

Kal-Cap*s rapid growth parallels Morris' participation as direct

or and is largely the product of his widely-recognized skills as a "grantsman." With out the presence of Mr. Morris as Executive Director, it is
doubtful that Kal-Cap would have gone as much as it has.
However, as presently constituted it is doubtful that Kal-Cap will
proceed to further achieve its goal of working toward the alleviation

■^See Chapter III.
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of poverty.

Given the thrust of the leadership established by Mr.

Morris which emphasizes a centralized social service agency without
any real support from the poor other than as clients, Kal-Cap seems to
have reached an impass from which it cannot escape.

Adherence to this

social services organizational strategy is required as the instrument
to effect the goals of the Overlap Model as it is applied to Kal-Cap.
Retention of this strategy may prove to be the principal reason for
the current Kal-Cap stagnation.

The implications of the Overlap Model

must therefore be explored.
The Overlap Model— the principal problem

As explained in Chapter Four, the present structure and operation
of Kal-Cap fits the Overlap Model as constructed by Zurcherl and his
associates.

It is a program designed to work within the system to help

poor people develop the, skills needed -tp gain the accoutrements of middle
class society.

To accomplish this, a coalition has been constructed pri^-

marily within the Board of Directors to serve as a "bridge" between the
poor and non-poor.

This would result:

"in sharing of views and approaches among the poor,
public, and private groups to clarify diffenences and
develop constructive solutions which broaden the common
commitment and strengthen the effectiveness of the
community attack on poverty."2
This position of middle-ground occupied by Kal-Cap between the poor
and non-poor, and also between 0E0 and the local community, traditional

i

Zurcher, Poverty Warriors, op. cit.

^By-laws of the Kalamazoo County Community Action Program, Article
II, Section 2.
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services agencies and their clients (Kal-Cap's advocacy role), and
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between governmental institutions and their constituents, is termed
"functional marginality." This concept is descriptive of Kal-Cap's
attempt to maintain a difficult compromise position between these
overlapping but seldom coincident interests.

Kal-Cap's attempt to

satisfy the disparate demands placed on it cast it into role of
arbitrator, and so rob it of the chance to advocate any of its
functions effectively.
As Marris and Rein express this point :
"Either you do something primarily because its usefulness
is worth testing, or because the community leaders want
it, or because the poor want it. Once there is conflict
you must choose. The rival justifications cannot inform
partially the same organization, because each works with
a different order of priorities.../With] little power to
enforce any solution, it (the community action agency)
brought the conflict within its own organization, and
often stultified in decision, unworkable compromise and
endless disputes."...
Implicit in the choice of an organization which conforms to the
Overlap Model is the selection of a social services organizational
strategy as the method which will accomodate most of the groups involved
in Kal-Cap.
the poor.

Kal-Cap's services are centralized and are dispensed to
As clients rather than constituents, these recipients do not

have a hand in the selection, formulation, administration, or modifica
tion of existing Kal-Cap programs, nor are they encouraged to organize
as interest groups to set up and run their own programs or to politic
ally seek redress of their grievances, the advocacy role being limited
almost exclusively to a recipient role within the operation of Kalamazoo

^Marris, Peter, and Rein, Martin, Dilemmas of Social Reform.
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Kal-Cap's reliance on centralized service programs and the subse
quent reduction to "minimum participation of the poor" has led to KalCap ’s current atrophy.

Without participation of the poor as consti

tuents, no viable mechanisum is provided by which local indigenous leader
ship can be fostered.

Consequently, the projected "spin-off" of success

ful programs is rendered virtually impossible.

The mere provision of

services without the active participation of those the agency is to
serve only treats some of the symptoms of poverty.
The organizational strategy is not likely to ameliorate the cause
of poverty in Kalamazoo County.

The data gathered for this study suggest

that by relying on this social services approach, Kal-Cap has not succeed
ed in alleviating local poverty, not does it indicate that the agency
ever will be truly successful with continued dependence on this approach.
In summation, many of Kal-Cap's difficulties which impede its
operation may be traced to its functionally marginal position of coali
tion and compromise.

This position not only results in the debilitating

internalization of intra-agency conflict, it also necessitates a contin
uing reliance on an organizational strategy with inherent limitations
that does not meet the needs of the poor.

Without the installation of

some fundamental changes, Kal-Cap will continue to be well-intentioned
but only neglibily successful.

On the basis of this theory the follow

ing recommendations are made.
Recommendations
The purpose of this chapter is not to recommend a number of
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relatively minor administrative and procedural changes.

Instead

these recommendations apply to more substantive issues affecting
Kal-Cap.

Accordingly, apecific suggestions and then some general

recommendations will be made concerning the problem areas of Kal-Cap.
Specific recommendations
As indicated earlier, a different internal managment arrangement
should be established and retained to alter the present concentration
of responsibility and power within the hands of the Executive Director.^
This arrangement would help in the re-establishment of distinct account
ability within the staff.

It would also allow Mr. Morris is concentrate

on his role as chief public relations man and grantsman for the agency.
To complement this change, Kal-Cap should simplify its organizational
structure by eliminating extraneous or non-functioning components.

By

reviewing and, where possible, consolidating programs, accountability
will be further clarified thereby enabling Kal-Cap to function more
effectively.
To furnish the staff with an opportunity to become more effective,
substantial time and resources should be expanded in order to provide
2
adequate training for the staff.
Special attention should be focused

1

At the time of this writing, Mr. Roy Clinkskales has been dired as an
"Administrative Assistant." Chief among his duties is the day-to-day
management of the Central Office. If he completely assumes this responsi
bility, many of the former staff management problems should be ameliorated.
2

Implementation of the recently awarded "Public Services Careers
Program" for Program Year "F" should provide the resources required for
setting up an ongoing training program.
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on Kal-Cap trainees who have, to now, received, little meaningful
preparation.

To complement the change in internal management, the

presently shifting job description should be stabilized and clearly
identified.

Knowing exectly what is expected of them and to whom

they are accountable should go a long way in improving staff morale.
The Board of Directors should also be provided with the kind of
training it needs to adequately perform its decision-making function.
This training should include a comprehensive orientation program for
new board members.

This program should emphasize an understanding of

relevant 0E0 guidelines and an extensive familiarization with local
poverty conditions along with any options that are open to Kal-Cap.
Training in reading program accounts and monthly financial statements
(as suggested by Seidman and Seidman) should also be provided so that
expenditures and other fiscal decisions can be cross-checked and, there
fore, held in stricter accountability.

The training function should be

deemed important enough to warrant creation of a Training Committee that
would be responsible for this training program.

With the addition of

such a program, a foundation would be established from which the board
can assume its proper prerogative of setting policy.
In addition to the creation of this new committee, the entire comm
ittee system needs revitalization.

One meeting on one night per month

is simply insufficient, given the complex nature of Kal-Cap's operation.
Accordingly, the various board committees should be used more effectively
more often to help alleviate the board's workload and provide the proper
amount of time needed to help make its policy decisions.

In addition,

to promote a closer working relationship and to maximize effectiveness,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

109
the board should be reduced in size.
Finally, the board as well as the staff should make a concen
trated effort to get to know each other, and, where possible, work
together.

Improved communication between the board and staff (and

between all the subcomponents) should help reduce intra-agency con
flict and thereby generally improve agency performance.
General recommendations

Operation of a community action agency in conformity with the
Overlap Model may be a good first step in a complacent community like
Kalamazoo where poverty is mostly "unseen" and "well-behaved" (in that
it should make the community aware of the problem of poverty).

How

ever, Kal-Cap's continuing adherence to a middle ground position of
"functional marginality," and its concurrent reliance on a social ser
vices organizational strategy will not alleviate the perva?'
of poverty in Kalamazoo County.

problems

The Overlap Model's requirements of

multiple accountability leads to an excessive emphasis on organiza
tional maintenance at the expense of flexibility, effectiveness, and
goal achievement.
Kal-Cap*s flexibility is sacrificed because of its use of a cen
tralized social service approach which leaves it almost totally depen
dent on 0E0 for support.

It has not developed an indigenous leadership

cadre nor a local supportive base organization to which it can spin-off
programs and establish local control and initiative.

With the advent

of revenue-sharing and the liklihood that CAP funds will be controlled
at least in part by the local governmental bodies, the absence of any
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local organizational option (which could provide the means for a pro
gram to run on its own) therefore leaves Kal-Cap in the undesirable
position of having limited operational alternatives.
In reality, this social service approach can be translated as doing
something for the poor, not with the poor.

As a consequence active

support from the poor has not materialized.

By failing to develop a

base of support within the target areas, (whether its locus be geogra
phic or around functional problem areas) Kal-Cap has diminished its
chances for success and reverse its present course of stagnation, KalCap should change its organizational strategy and adopt a modified
social action organizational strategy.

By changing its strategy to a

social action approach— emphasizing community organization, Kal-Cap
could promote and assist the formulation of local interest groups.
These previously excluded groups would be expected to assume the respon
sibility of decision-making, and also expected to take over the advocacy
role for themselves.

By adopting this approach, Kal-Cap could move away

from its inauspicious functionally marginal position and incorporate true
1

"maximum feasible participation of the poor."

The vehicles by which these interest groups would be operationalized

■^According to Dale Rogers Marshall, the thrust of the War on Poverty
is to create a "great structural change" in the political system of
American society by institutionalizing the poor in political bargaining
just as the Wagner Act institutionalized of labor unions in economic
bargaining.
Marshall, Dale Rogers, "Public Participation and the Politics of
Poverty." in Race. Change, and Urban Society. Orleans and Ellis (ed.)
453-4 .
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would be some form of target area associations (TAAs). These associa

tions would be centralized and largely autonomous.

Their purpose is

to serve as the means for acquisition of a power base for low income
people from which they could seek to affect the quantity and quality
of resources available to them.

As non-profit associations with the

right to do business with tax exempt status, these target area associa
tions could engage in a wide variety of enterprises or causes with the
TAA members benefiting directly as a result of their own participation
and advocacy.

By developing and administering programs to meet their

needs as they see fit, and by seeking to change institutional inequit
ies that adversely affect them, these low greater interest in their own
welfare as constitutents rather than simply as clients of Kal-Cap.
Because of the depreciation often associated with "poor and poverty"
nomenclature, and because "the poor are not a homogeneous group with
shared class consciousness and a common set of needs and demands,"^
2

community development should be pursued through the development of
indigenous functional organizations or corporations like buying clubs,
child-care cooperatives, block clubs, welfare right groups and tenants
unions.

No one set of organizational goals and strategoies is suitable

for all.
Although it would be no easy task to organize a successful ongoing
TAA, the chances for progress against poverty appear much brighter with

^Kramer, op. cit., 21?.
2
This term should not be confused with the PYB Kal-Cap Community
Development Project.
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the inclusion of the poor as constituents as well as clients.

Other

CAAs have taken ambitious steps to ensure the participation mandate
is carried out.

In Boston,, the community action program, "Action for

Boston Community Development (ABCD)" established "Area Planning Action
Councils (APACs)" in eleven of the city’s low income neighborhoods.
1
recent progress report found:

A

"Despite ghetto apathy, a paucity of funds, and an uncom
fortable ethnic mixture in most of Boston's poorest
neighborhoods, the results have been remarkable. Now
each districts boasts its own local board, which gives
residents a firm voice in the administration of many
community undertakings— among them Head Start nurseries,
senior citizens programs, remedial education and recre
ational projects..., some 14,000 people turned out to
cast ballots for 200 candidates seeking 120 seats on
the APAC boards."
The five CAPs of the San Francisco Bay Area have also begun
to achieve positive results.

2

Kramer reports:

"...contrary to the experience of urban renewal, people
in low-income neighborhoods could certainly do more
than protest. Residents of the target areas, including
a very small proportion of low-income persons, demon
strated their ability to serve in policy-making, advis
ory, program planning, review, administrative, and
budgeting roles. As the outcome ■ of federal intervention,
a significant precedent was set for community decision
making in that the definition of who should be included
in that community was broadened."
On the southwestern perimeter of Indianapolis the small, southern
white communities of Mars Hill and Drexel Gardens have shared this
experience of making noticeable progress against poverty.

Having over

come initial setbacks, residents of these communities (most of whom

____________ "A Vote in the Action." Time, Vol. 97. No. 24
(June 14, 1971), 24 and 2 7 .
^Kramer, op. cit., 2 67 .
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Fall within official 0E0 poverty guidelines") have joined together to
form the Mars nill-Drexel Gardens Improvement Association (MDIA).

According

0E0 employs a flexible scale of poverty based on the Social
Security Administration poverty index which specifies the minimum money
income required to support an average family of given size at the lowest
level consistent with a decent standard of living....A poverty line
was drawn separately for 124 different types of families. These were
classified by sex of the head of the family, number of other adults,
farm versus urban location (a 15 per cent discount is figured for farm
families on the basis that they grow some of their own food supply),
and number of children under the age of eighteen. Then the amount of in
come was determined that would be an adequate diet based on Department
of Agriculture criteria, and excess income over this amount was used to
set the various poverty lines. While the food bill was usually esti
mated at a third of the total income requirements, different ratios
were used for different sizes of familites. For 0E0 purposes, medium
incomes were than calculated, based on food, rent, and other fixed costs.
Seligman, Ben B., Permanent Poverty.
29-30.

Chicago:

Quadrangle Books, 1968.

The latest "poverty guidelines" are as follows:
Poverty Guidelines - May, 1971
-V Size

Non-Farm Family

1

$1,900

2

2,500

3
6

3.100
3,800
4 ,4 00
5 ,ooo

7

5,600

8

6,200
6,800
7,400
8,000

4

5

9
10
11

Add 600 for each
additional

Farm Family
$1,600
2,000

2,500
3,200
3,700
4 ,2 0 0
4 ,7 0 0
5,200
5 ,7 0 0
6,200
7,200

Add 500 for each
additional

Source: Kal-Cap Outreach Department,
Mrs. Aslean Cash
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to its director, Mrs. Rena Taylor,

1

this association has succeeded in

lobbying for and winning large federal grants to improve area living
conditions.

The MDIA secured a lighted school-house program which the

members now operate themselves.

Chief benefactors of this program are

the association's youth group and senior citizens club.

By soliciting

funds from local institutions, MDIA has also succeeded in getting a
park and a neighborhood center for the community.

After three years

of general frustration, MDIA Is now beginning to produce tangible re
sults for its constituents.

Despite organizational and operational con

straints, community organization, then, has worked and it working well
in other community action agencies.
Because federal support may well be more limited for this kind of a
local approach sponsored by Kal-Cap, purposive rather than cathartic
organizations should be encouraged.

Funding alternatives could include

continued federal and local governmental support as well as foundations,
religious, ethnic, and civic organizationa, and possibly others.

Because

community development could be projected as a generally-accepted objec
tive, of both

the TAAs and potential funding sources, a wider range of

a support could be anticipated.

This goal by no means should be con

strued to exclude political involvement and advocacy.

The responsible

participation of legitimate interest groups within a democratic plural
ist society should not only be accepted but encouraged.

The organization

of target area associations would be a step in this direction.
With this approach, Kal-Cap would, instead of determining the

^"Telephone interview with Mrs. Taylor, March 12, 1971*
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needs of the poor on its own and providing services exclusively, would
be called on to provide the technical and supportive assistance needed
so that the TAAs could operate on their own with confederation ties to
the agency.

Kal-Cap would continue to provide those services which are

authorized by their low income constituents.

By retaining delivery of

the more popular and productive services requested by the poor, Kal-Cap's
social action approach would be accordingly modified.
To reflect this renewed emphasis on participation of the poor, the
Board of Directors should be restructured to reflect this change.

In

stead of the present one-third representation, representatives of the
poor should be allotted the maximum representation allowed - currently,
one-half.

Because the poor are an amorphous group with diverse needs

resulting in different demands, these members should be selected from
the TAAs as a means of better establishing accountability.

Target area

association membership on the board would provide the confederational
ties needed to permit mutual assistance while retaining TAA local autonomy.
To accomodate this new strategy, staffing patterns would have to be
changed.

Position descriptions would require alterations, and staff

training would have to be modified to incorporate community organization
techniques.

Application for additional VISTAs should be made to help

provide low-cost, good quality technical assistance.

Overall, imple

mentation of a social action approach would neccessitate a basic re
structuring of the Kal-Cap organization— a difficult but desirable task.
Organization of target area associations would be no easy accom
plishment.

Unfulfilled expectations and a subsequent sense of apathy

would have to first be overcome. The poor are more interested in their
tangible needs than in abstract issues.

Accordingly, community organ

ization would likely have to be conducted on the basis of presenting
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the poor with the opportunity to collectively satisfy some of these
felt needs through the creation of TAAs.

While still subject to the

potential problems of goal displacement, cooptation, and intra-agency
conflict, these local associations would operate free from some of the
organizational and political constraints of the Overlap Model.

The

TAAs thus offer a promising means of economically and politically benefitting their constituents by maximizing their participation.
A social action organizational strategy cannot be considered a
panacea for the problem of poverty.

However, with proper implementation,

variations of this approach have worked in other CAPs both urban and
rural.

It can work for Kal-Cap and the community composing Kalamazoo

County.

While depending on a social services approach to maintain its

medical position between different interests, Kal-Cap has experienced
only negligible success in achieving its stated goal while at the same
time experiencing serious internal and external problems which impact
agency performance.

Kal-Cap*s objectives are highly desirable, and what

ever progress it makes, regardless of the degree, justifies its existence.
However, the magnitude and complexity of poverty in Kalamazoo County
and throughout the country makes it imperative that a maximum feasible
effort is put forth.

In the absence of the massive funding needed

to make a social services approach effective, this will require
"maximum feasible participation of the poor."

As Silberman* summarizes:

"In the end, the community action program will succeed
or fall, not on its record in delivering more or better
social services, but on its record of involving the poor—
in persuading them that they can control their own environ
ment ."

1

Silberman, Charles E. "The Mixed-Up War on Poverty," Fortune.
Vol. LJCXII, No. 2 (August, 1965), 2 2 6 .
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APPENDIX A
KAL-CAP ADMINISTRATIVE CHART

TARGET AREA
ADVISORY COUNCILS

BOARD OF DIRECTORS
KALAMAZOO COUNTY
COMMUNITY ACTION PROG

COMMITTEES OF THE BOARD
OF DIRECTORS

Head Start Parent Advisory Council

Executive Committee

Youth Economic Development Council

Planning and Evaluation Committee

Senior Citizens Advisory Council

Personnel Committee

Target Area Advisory Councils

Finance Committee

Career Development Committee

Health and Welfare Committee

Manpower Trainee Committee

Education Committee

(Special and/or Ad Hoc Committees)

OFFICE OF THE
EXECUTIVE DIRECTOR

I
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A P P E N D IX A

KAL-CAP ADMINISTRATIVE CHART
(Continued)
1
o f f i c e ! OF THE
EXECUTIVE DIRECTOR

ASSOCIATE DIRECTOR FOR FIELD
OPERATIONS AND PROGRAMS

YOUTH PROGRAM
DIVISION

HEAD START
DIVISION

Centers

Legal and
VISTA
VOLUNTEER
UNIT

COMMUNITY
ORGANIZATION
DIVISION

CentralW a lk - In

ASSOCIATE DIRECTOR FOR
ADMINISTRATION AND FINANCE

“1

EMERGENCY
MEDICAL
AND FOOD

FINANCE
DIVISION

SENIOR
CITIZENS
UNIT

HOUSING
DIVISION

Senior
Centers"

Food Centers"* Neighborhood
Centers

PLANNING AND
TRAINING
DIVISION

T

MANPOWER
UNIT

CLERICAL
SUPPORT
UNIT

SUPPLY AND
TRANSPORTATION
UNIT

Career -—
Housing —
Development Development

235 HousingGran t
Assistance

Job
Deve lopment"

237 Counseling
Assistance
Dental Care^”Program
(Delegated)

Family Planning Clinic
(Delegated)

1
North Community
Credit Union
(Delegated)

CO
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APPENDIX B
ADMINISTRATIVE CHART

WASHINGTON OFFICE OF ECONOMIC OPPORTUNITY
N

OEO REGIONAL OFFICE

\
^

Approves Proposals and
Funding and make Grants

KALAMAZOO COUNTY COMMUNITY ACTION COMMITTEE
Open to all residents and organizations in Kalamazoo
County concerned with poverty.

\

N
^ MICHIGAN ECONOMIC OPPORTUNITY OFFICE
1.

Governors review of all Com
munity Action Programs in the
State.

2.

Provides Consultant services
to Community Action Agencies
and other groups concerned
with poverty.

Determines composition of Kal-Cap Board of Directors
within OEO Guidelines, and determines powers of the
Board within OEO Guidelines.

KAL-CAP BOARD OF DIRECTORS ^
Group A - One-third public officials.
— ^ DELEGATE AGENCIES
Group B - At least one-third representatives
of the poor.
Group C - Remainder - representatives of
organizations in Community
concerned with poverty.

v
EXECUTIVE DIRECTOR
'J'
STAFF

Operate funded Programs
1.
2.
3.

Kalamazoo Public Schools.
Douglass Comm. Asso.
Planned Parenthood Asso.

\o
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A P P E N D IX C

OFFICE OF ECONOMIC OPPORTUNITY
EXECUTIVE OFFICE OF THE PRESIDENT

National Advisory
Council

Director
Planning and
Review Committe'e"
Deputy Director

National
Councils

!-------

Office of
Planning,
Research and
Evaluation

Office of
Congressional
Relations

Office of
Program
Development

t-----Region I
Boston

Region II
New York

Office of
General
Counsel

Office of
Health
Affairs

. 1
Region III
Region IV
Philadelphia
Atlanta

Office of
Operations

Region V
Chicago

Office of
Public
Affairs

Office of
Legal
Services

(--Region VI
Dallas

Office of
Special
Programs

Office of
Administration

Office of
Volunteers In
Service to America

-----j---------------- 1---------1
Region VII Region VIII RegionIX Region X
Kansas City
Denver
San
Seattle
Francisco

8-
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A P P E N D IX D

COMPARATIVE PROGRAM GROWTH 1965-1970
1965-66 PY "A"
Program Name

1967-68 PY "B"
Program Name

1968-69 PY "C11
Program Name

1969-70 PY "D"_____
Program Name
Central Office Admin.
Community Organization
(County-Wide)

$3?3, 280

Head Start Full Year
(County-Wide)
Family Planning Clinic
(County-Wide)
Neighborhood Credit Union
County-wide Youth Economic
Development

$274,782

2. Full Year Head Start
(City Only)
3. Summer Head Start
$189,934
1. Program Development
(Central Admin.)
2. Head Start

.

1. Central Office Admin.

8

2. Neighborhood Center
(City Only)

9. VISTA Volunteer (Legal
and C .O .)

$166,019

1. Central Admin.

Emergency Food and
Medical Services

3. Head Start Full
Year (City-Wide)
4. Family Planning
Clinic

4. Reading Center

5. Head Start Summer
(County-Wide)

5. Medicare Alert
(Short Term In
formational Project)

6. CitySummer Youth Program
7. Emergency Food &
Medical Services

Senior Citizens Program

10 . Debt Management &
Financial Counseling
11 . Emergency Loan Fund
12 . Dental Care
13. Job Orientation &
14. Housing Development
15. USDA Special Food Service
for Children
16. CAA Planning

ro

122

APPENDIX E
HISTORY OF GASH GRANTS
Program
Year

OEO

1965-1966

189,934

189,034

1966-1967

166,019

166,019

1967-1968

274,782

274,732

1968-1969

373,280

373,280

1969-1970

263,402

HEW

USDA

129.043

276,000

129.043

TOTAL

392,445
up to

1970-1971

DVR/
MESC

4 5,0 00

up to
56,000

526,043

Anticipated
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APPENDIX F
STAFF INTERVIEW
Introduction
Independent Research
Study to understand how Kal-Cap works
No quotations— confidential
II.

III.

Warm-up
1.

How long have you lived in Kalamazoo?
What brought you here (if recent arrival)?

2.

Whad did you do before you joined the Kal-Cap staff?

3.

What is your job at Kal-Cap?
How long have you worked at Kal-Cap?
Have you always done this job with the agency?

U.

Do you have any previous experience working with Community
Action Programs? Any service agencies? If yes: What
did you do?

5.

What do you think are 2 or 3 of the most important
problems facing Kal-Cap today?

Body
6.

What do you think is the purpose of Kal-Cap?
How should it do this job?
Is Kal-Cap*s main job to provide services for the poor
or to organize the poor?

7 . What do oeople think about Kal-Can?

Why?
What leads you to think this way?
8.

What do you consider the job of the CAP Board of
Director to be?
How well has It performed this job?
Why?
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9.

What do you consider the job of the CAP staff to be?
How well has it performed the job?
Why?

10. Are CAP workers hired primarily because they need a
job, or because they have the qualifications for the job?
11.

IV.

What do you consider the job of the Executive Director
to be?
How effective has the Executive Director been?
Why?

Hypothetical Questions
1. Two men have applied for the vacant position of Deputy
Director. One man works for a branch of the Chicago
Welfare Department. The other has been successful, but
at the same time, controversial in organizing block
clubs in Southwest Chicago. Would you favor hiring the
Welfare Department man, or the block club organizer?
2.

A group of poor people have been active in supporting
the election of candidates who favor programs to aid
the poor. This group has asked to use CAP facilities
for a temporary office until after the election. Would
you be in favor of or opposed to granting the facilities
for this purpose?

3. A move is made to use all CAP Program funds (excluding
Head Start money) for community organization instead
of the existing programs. Would you be in favor of or
oppposed to-:such a-move?
k.

An amendment is introduced in Congress which would change
the category distribution of the CAP Boards of Directors
to 17 representatives of the poor, 8 representatives of
government', '.and 8 representatives of social service
agencies. Would you be in favor of or opposed to chang
ing the Board to give representatives of the poor a
majority?

5 . Would you be in favor of this change in the Board's

distribution if local support were then cut, or would
you be opposed to such a change?
6.

A 10,000 dollar grant is made available to a CAP agency,
with no strings attached. The money could be used to
fund an Emergency Food Program, or it could be used to
hire an expert trained to help set up neighborhoods
organizations in poverty target areas that would try to
reduce poverty in those neighborhoods. Which use of
the grant would you favor?
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7.

V.

Some people say poverty exists because the poor are
powerless in society, while others say that poverty
exists because of individual deficiencies that need
to be changed. Which view do you favor?

Demographic Characteristics
1.

Do you own your own home or are you renting it?

2.

What is the name of the last school you attended?
What was the last grade you completed?

3.

Are you the chief wage-eamer in your family?
How.many in your family?

4.

What is your occupation?

5.

Here is a card showing different income groups. Just
give me the letter of the group your family is in.
A.
3.
C.
D.
E.
F.
G.
H.
I.
J.

Less than $2,000
$2,000 - $2,500
$2,500 - $3^100
$3*100 - $3,800
$3,800 - $4,400
$4,400 - $5,000
$5,000 - $7,500
$7,500 - $10,000
$10,000 - $15,000
More than;,$15,000

6 . What is your age?
7 . Do you consider yourself to be a Democrat, Republican,

or member of some other party?
8 . Did you vote in the last National Election, Nov. 1970?

9•
10.

Ethnicity
Sex

Supervisory Staff members were asked the following addition
al questions:
What are the functions of your department (or program)?
What successes have you achieved in reaching the goals
specified?
What problems have you experienced?
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Overall, what do you think about the Kal-Cap Program you
direct in terms of effectiveness?
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APPENDIX G

STAFF INTERVIEW RESULTS
1.

How long have you lived in Kalamazoo?
Don't live inKalamazoo
1 year or less
2 years
3_4 years
5 -1 0 years
More than 10years

— 1
.— 8
— k
— 3
— 1
— 11

What "brought you here (if a recent arrival)?

Other work
School
Kal-Cap
Other
2.

What did you do before you joined the Kal-Cap staff?
Work
School
Volunteer work
Other

3.

— 5
— 3
— 10
— 2

—
—
—
—

16
9
2
1

What is (was) your job at Kal-Cap?
Supervisory
Head-start
Accounting
Clerical
Outreach
VISTA
Consultant

—
—
—
—
—
—
—

8

3
3
2
3

?
2

How long have you worked at_ Kal-Cap?
Less than 3 months
3 -5 months
6 -9 months
9 -1 2 months
1 -2 years
More than 2 years

—
—
—
—
—
—

2
3
2
6

Ill2

Have you always done this job with the agency?
Yes
No

— 20
— 8
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Do you have any previous experience working with Kal-Cap?
Yes
No

— 5
— 23

Do you have any previous experience working with social service
agencies?
Yes
No
5.

— 1?
— 8

What are the most important problems facing Kal-Cap?
Money, fund deficit
Relationships with OEO
Staff problems
Executive leadership
Goals
^
Board of Directors
problems
Relationship with the
Community
Other

— 25
— 3
— 18

— 3
7
— 1
—
—

8

3

6 . What should be Kal-Cap's primary purpose?

Community Organization
Social Services
Some combination of
both
7-

— 16
— 4
—

7

How do you rate the effectiveness of the Board of Directors?
Favorable Reaction
Unfavorable Reaction
A Combination of Both
No opinion
No answer

— 3
— 20
— 3
— 2
— 1

8 . How do you rate the effectiveness of the staff?

Favorable Reaction
Unfavorable Reaction
A Combination of Both
No opinion
No answer

— 8
— 8
— 10
— 1
— 2
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9.

On what hasis should CAP workers he hired?
Need for a job
Qualifications
Combination of Both
No opinion
No answer

— 4
— 4
— lo
— 2
— 2

10. How do you rate the effectiveness of the Executive Director?
Favorable Reaction
Unfavorable Reaction
A Combination of Both
No Opinion
No Answer

— 12
— 8
— 8
— 0
— 1
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HYPOTHETICAL QUESTIONS— STAFF
Welfare Department Man
Block Club Organizer
Neither
No Answer

— 7
-19

— 2
— 0

Favor
Opposed
No Answer

— 16
— 8

Favor
Opposed
No Answer

— 16
— 12

Favor
Opposed
No Answer

-25
— 2
— 0

Favor
Opposed
No Answer

-19
— 8
— 0

Emergency Food Program
Neighborhood Organizer
Neither

— 7
— 19
— 0

Poor are powerless
Individual deficiencies
Both
Neither

-13
— 6
- 5
— 0

Own
Rent

— 11
-16

— 0

— 0

Last Grade Completed
Grades’1-6
Grades 7-9
Grades 10-12
Some College
College Degree
Graduate Work or Degree

-1 3
— 10
— 2

Chief Wage earner?
Yes
No (Both Work)

— 18
— 9

— 0
— l
— 1
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DEMOGRAPHIC
How Many in Family?
1
2
3
4
—

6
7

4
2

I6

— i
”

3

?

—

o

8

- i
— 0

More than 9
4.

CHARACTERISTICS

Occupation
Kal-Cap Employees

5«

Income Group (family)
Less than 2,000
— 2 ,5 0 0
— 3 ,100
— 3 ,8 0 0
— 4,400
4,400 — 5,000
5.000 — 7,500
7.500 — 10,000
10.000 — 15,000
More than 15,000
2,000
2.500
3,100
3,800

6.

—
—
—
—
—
—
—
—
—

0
2
3
0
0

4
7

4
1
5

Age
1

Less than 21
21-29
30-39
40-49
Over 50

—
—
—
—

Democrat
Republican
Independent
Other
None

—
—
—
—
—

8.

Yes
No

— 21
— 5

9.

Ethnicity
31ack
Spanish American
White
Other

— 0
— 16
— 0

7.

15
7
4
0
12
0

14
0
1

— 11
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10. Sex

Male
Female

— 10
— 17
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APPENDIX H
BOARD
I.

Introduction
A. Independent Research
B. This is a study to understand how Kal-Cap works
C. Confidential - No quotations

II» Warm-Up
1. How long have you lived in Kalamazoo County?
Do you live inside.or.outside the city*of Kalamazoo?
2.

How long have you served on the Kal-Cap Board of Directors

3> Do you have any previous experience with Community Action
Programs?
Any social service agencies?
Judging by your own experience, what do you think are 2 or
3 of the most important problems facing Kal-Cap today?
III.

Body
5. What do you think is the purpose of Kal-Cap?
How should it do this job?
6 , How do you think the community accepts Kal-Cap?

Why? What leads youto think this way?
7*

Is Kal-Cap's job to provide services for the poor or to
organize the poor? (Social service programs vs. pol.
power.)

8 . What do you think is meant by "maximum feasible partici

pation of the poor"?
Should representatives of the poor control Kal-Cap?
9.

How do you rate the effectiveness of the Staff (excluding
executive administration)? Should staff be hired on a
merit system of according to need?

10. What do.you consider the role of the CAP Board to be?
How effective has it performed this role? Why? What
do you consider the job of Executive Director to be?
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11.

How effective has the executive director been? Why?

12.

In your estimation, should poverty be traced to individual
deficiencies that need correcting, or is poverty the result
of a lock of power for poor people?

13.

Who should be responsible for program development in
Kal-Cap?

IV. Demographic Characteristics
14.

Do you own your own home or are you renting it?

15.

What is the name of the last school you attended?
Last grade completed?

16.

Are you the chief wage-eamer in your family?

17.

What is your occupation?

18.

Here is a card showing different income groups.
Just give me the letter of the group your family is in.

19.

Age?

2 0 . Do you consider yourself to be a Democrat, Republican, or

member of some other political party?
Do you consider yourself Lib. - Cons. (Scale)?
Did you vote in the last National Election, November, 1970 ?
Board members were given the same hypothetical questions (excluding
number seven).
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APPENDIX I

BOARD OF DIRECTORS INTERVIEW RESULTS
1. How long have you lived in Kalamazoo County?
Less than 1 year
years
3 - 4 years
5 -10 years
More than 10 years
1 -2

—
—
—
—
—

0
3

3
7

20

Where do you live?
Inside the city of Kalamazoo —
Outside the cimy oi Kalamazoo —

17
16

2. How long have you served on the Board of Directors?
Less than 3 months
- 5 months
- 8 months
-11 months
- 2 years
More than 2 years

3
6
9
1

—
—
—
—
—
—

2
5
2
2

15
5

3- Do you have any previous experience working with CAPs?
Yes
No

—
—

o
26

Do you have any previous experience working ;with social service
agencies?
Yes
No

—
—

26

5

4. What are .the..most important problems facing Kal-Cap?
Money, Fund Deficit
Relationship with OEO
Staff Problems
Executive Leadership
Goals
Board of Directors
Problems
Relationship with the
Community
Other

—
—
—
—
—

21
9
9
3
14-

—

10

—
—

11
5
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5-

How does the community accept Kal-Cap?
Well
Poorly
Indifferent
Mixed reaction
Don't know
Other

—
—
—
—
—
—

6

15
k
6
1
1

6 . What should be Kal-Cap's primary purpose?

Community Organization
Social Services
Some Combination of
both
Neither
7•

—
—

13
11

—
—

2

7

How do you rate the effectiveness of the staff?
Favorable reaction
—
Unfavorable reation
—
A combination of both —
No opinion ("Don't
know") —
No answer
—

11
6

9
6

1

8 . Should representatives of the poor control Kal-Cap?

Yes
No
Other

—
—
—

10
19

k

9. How do you rate the effectiveness of the Board of Directors?
Favorable reaction
Unfavorable reaction
A combination of both
No opinion
No answer
10.

—
—
—
—
—

9
11
7
3
3

How do you rate the effectiveness of the Executive Director?
Favorable reaction
Unfavorable reation
A combination of both
No opinion
No answer

—
—
—
—
—

18
2
9
3

1
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11.

Poverty is primarily the result of:
Individual deficiencies that need correcting
Powerless position of the poor in society
A combination of both
Neither
No answer

—
—

10
14
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Hypothetical Questions - Board of Directors
1. Welfare DepartmentManager
Block Club Organizer
Neither
No answer
2 . Favor

—
—
—
—

12
18
2
0

—
—
—

22

Opposed
No answer
3» Favor
Opposed
No answer

—
—
—

15
17
1

Favor
Opposed
No answer

—
—
—

20
11
0

Favor
Opposed
No answer
Not applicable

—
—
—
—

15

Emergency FoodProgram
Community Organization
Both
Neither
No answer

—
—
—
—
—

Own Home
Rent Home

—
—

20

1-6

—

l

7-9

—

1

10-12

—

^

High School Degree
Some College
College Degree
Graduate Work orDegree

— 3
—
6
—
7
— 11

5.

6.

14-.
15*

16 .

?
3

10

1
7
5
26
0

1
0
12

Last Grade Completed

Chief Wage Earner?
Yes
No
Both Work

— 22
— 5
— 6
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DEMOGRAPHIC CHARACTERISTICS
How many in family?

17.

1

" 2

2
3

-- 13
- 3

4

—

5
6

- - 3
- 3

7

”

2

—
—
—
—
—
—
—
—

5
11
^
^
1
2
0

A
B
C
D
E
F
G
H
I

—
—
—
—
—
—
—
—
-

0
1
1
1
1
0
2
7
7

J

—

10

No comment

—

1

0
5

49
50 - 59
60 +

—
—
—
—
—
—

Democrat
Republican
Independent
Other
No answer

—
—
—
—
—

Occupation
Laborer
Business
Professional
Minister
Housewife
Retired
Other
No answer

13.

4

5

Income Group (family)

19. Age
Less than 21
21 - 29
30 - 39

40

20.

-

12

8
2

5
12
7
12
1
1
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20.

(Continued)
"Very Liberal"
Liberal
Moderate
Conservative
Very Conservative
No answer

—
—
—
—
—
-

?
12
4
6
0
3

Vote?
Yes
No

-

-

29
4

Ethnicity
Black
White
Spanish-American
Other

-

8
23
1
1

_
-

19
14

-

Sex
Male
Female
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APPENDIX J

KALAMAZOO COUNTY COMMUNITY ACTION PROGRAM
BOARD OF DIRECTORS
MEMBERSHIP LIST
PROGRAM YEAR "E"
FEBRUARY 11, I97 I
Category "A" - Representatives of County Board of Commissioners
Mr. Robert Barber, Attorney

One Year

Mr. Robert Blankenburg

One Year

Mrs. Esther R. Frisbie

One Year

Mrs. Faye Gridley

One Year

Rev. B. Moses James

One Year

Mrs. Joan Kruizenga

One Year

Mrs. June Lake

One Year

Mr. C. Richard Morton

One Year

Mrs. Betty Offet

One Year

Mrs. Betty Ongley

One Year

Mrs. Miriam Stamm

One Year

Category "B" - Representatives of the Poor
Rev. Larry Anderson

Three Years

Mrs. Mary Baldridge

One Year

Mr. Abraham Cardoza

One Year

Mr. Pery Clark, Sr.

One Year

Mrs. Edna Phillis Sims

One Year

Dorothy Johnson

Three Years

Mr. Lloyd Johnson

Two Years

Mrs. George Lawton

One Year
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Mr. Albert Norris

Three Years

Mrs. Kathy Purk

Two Years

Mr. J. C. Turner

Two Years

Category "C" - Representatives of Agencies
Rev. Owen Akers

One Year

Mr. Richard L. Boris

One Year

Rev. Wm. E. Courter

Two Years

Dr. Anis Khan

One Year

Sr. Raymond Hightower

One Year

Mrs. Isabel L. Marovich

Three Years

Mrs. Sarah Renstrom

One Year

Mr. Fred Scarry

One Year

Mr. Charles Spence

Two Years

Mr. Robert L. Stevens

Che Year

Mr. George R. Wade

One Year
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APPENDIX K
KAL-CAP STAFF MEMBERS
A - Denotes Administrative Staff
Category
Atkinson, Lola, Bookkeeper

Permanent

Barnes, Gelestine, Nutritionist (Head Start)

Permanent

Barnes, Jonnie, Outreach

Permanent

Bloodworth, Sally, Cook/Server

Permanent

Blue, Eddie

Placement/Trainee
-Kitchen

Bostick, Gloria, Files Clerk

Permanent

Bouchee, Martha

Step Program

Bowser, Kenneth, Consultant

Temporary

Branham, Carol

Placement/Trainee
(Head Start)

Brown, Carl, Maintenance

Permanent

Caldwell, Irma, Health Director (Head Start)

Permanent

Casey, Jim, Housing Specialist

Permanent

Cash, Aslean, Outreach Worker

Permanent

Clinkscales, Roy, Administrative Assistant

Permanent

A

Eister, Leonard, People's Housing Association

Permanent

A

Ezelle, Myna, Secretary/Data-Clerk

Permanent

Ferrara, Sano, Acting Chief Financial Officer

Permanent

Froman, Richard, Outreach Worker

Permanent

Fryer, Carolyn, Operator/Receptionist

Permanent
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Category
Green, Fitz

VISTA

Greig, Joan, Clerical Supervisor

Permanent

Hingst, Mary

VISTA

Hughes, Bill

VISTA

Jamison, Selma

Placement/Trainee
-Kitchen

Johnson, Carolyn

Placement/Trainee
-Kitchen

Johnson, Delma, Associate Director for Program

Permanent

Jones, Huth

Step Program

Lockett, Josie

Placement/Trainee
(Head Start)

McClendon, Dorothy, Coordinator of
Outreach & Intake Services

Permanent

Mack, Charles

VISTA

Mclnemey, Peter

VISTA

Mitchell, Karen

Placement/Trainee
(Head Start)

Moore, Claudine

Placement/Trainee
(Head Start)

Morris, Edmund R., Executive Director
Nance, Larry & Evelyn
Newnum, Larry

VISTAs
Placement/Trainee
-Kitchen

Ortiz, Julia H., Mexlcan-American Coordinator

Permanent

Patterson, Jimmy

Delivery
Driver
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Category
Scarberry, Carol, Clerk-Typist

Permanent

Schowalter, John, Assistant Head Start
Director

Permanent

Sills, Carol, Clerk-Typist

Temporary

Walls, Lemuel, Head Start Director

Permanent

Warfield, Martha, Career Development Specialist
ic Student Field Placement Officer

Permanent
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Interview, Field Notes, and Meeting Notes
Respondent inverviews
Carol Sills

Charles Mack

Phyllis Fundaro

John Schowalter

Karen Potts

Laura Lutrell

Aslean Cash

Lola Atkinson

Irma Caldwell

Nancy Orgill

Jin Casey

Sarah Renstrom

Dr. Kahn

Carol Scarberry

Harold Becker

Grace Jackson

Mary 3aldridge

Dorothy Johnson

George Wade

Robert Barber

J. C. Turner

June Lake

Robert Blankenburg

Ray Hightower

Betty Ongley

Robert Stevens

Larry Nance

Mary Hingst

Jonnie Barnes

Owen Akers

Abe Cardoza

Miriam Stamm

B. M. James

Lloyd Johnson

Betty Offet

Isabel Marovich

Kathy Purk

Bill Hughes

Larry Anderson

Maude Lawton

Ester Frisbie

Ann Zimmerman

Kichard Morton

Fitz Green

Dick Froman

Sano Ferrara

Evelyn Nance

Percy Clark

Chuck Spence

Joan Kruizenga

A1 Norris

Fred Scurry

Faye Gridley

Richard Boris

Marti Warfield

Delma Johnson

Edna Sims

Lem Walls

Joan Greig

Dorothy McClendon

Carol Eisenberger

Len Eister

Wilber Courier

Edmund R. Morris
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Informational interviews
Moses Walker, Director, Douglass Community Association
Joseph Dunnigan, Director, Kalamazoo Area Chest and Council
Dr. Charles Warfield, former Deputy Director, Kal-Cap
James Caplinger, City Manager, City of Kalamazoo
Dr. William Burian, Graduate School of Social Work, Western Michigan
University
Richard Reed, former Board of Directors President, Kal-Cap
Edmund R. Morris, Director, Kal-Cap
Rena Taylor, Director, Mars Hill-Drexel Gardens Improvement
Association

Field notes taken from February through July, 1971.

Pp. 52.

Meeting notes taken for seventeen different Kal-Cap meetings (hoard
meetings, target area group meetings, and staff meetings).
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